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ABSTRACT 
Whether organizational change is viewed as individual events or as a continuous process, 
it affects both people and processes all the time. This makes the communication of change 
critical in every organization. Failure will lead to resistance and disruption. Different concerns 
can trigger change in the business environment - a crisis, new technology, new management 
or simply anticipation of future challenges. This study of the KJCPMB reflects these concerns. 
A financial crisis triggered the need for change. This led to the swift implementation of three 
change projects. A new management took control. This affected the power structure and 
systems within the cooperative. This study examines the cooperative's approach to planning, 
implementing and managing change through the change projects and studies their impact on 
the organization and its people, ln analyzing the major problems which occurred, the study 
focuses on the root causes of the employees' inability to cope with change, the lack of 
proper leadership and poor communications. Successful management of organizational change 
requires a strategic fit of vision, people and process. Three interrelated plans for leadership, 
communications and people and systems offer practicable solutions. The long term objective is 
synergistic integration supportive of a flexible learning organization. The plans pivot on strong 
leadership and long term commitment. There may be limitations given the special legal status 
ofcooperatives in Malaysia and the loopholes in the Co-operatives Act 1993. The basic flaw 
in the election of the board members needs to be addressed, indicating possible directions for 
fbture research in organizational change and cooperative management. 
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CHAPTER I 
WTRODUCTlON 
The Koperasi Jimat Cermat & Pinjaman Mercantile Berhad (KJCPMB) 
or The Mercantile Cooperative Thrift and Loan Society is one ofthe largest credit 
cooperatives in Malaysia. Since its establishment in 1925, it has experienced few major 
changes. All this changed in 1988. Facing a financial crisis exacerbated by an economic 
recession, the KJCPMB was caught completely unprepared. To cope with the looming 
threat ofpossible greater financial loss and to restore business confidence, the cooperative 
embarked on three change projects between 1988 - 1994. The projects eventually resulted 
in the successful financial turnaround of the cooperative but not without exacting a heavy 
toll on the people and the organization. 
Research Obiective 
The KJCPMB has plans to expand its operations in the near future which will 
inevitably result in more change. The crisis, the response to the change projects and the 
prevailing climate in the cooperative have raise doubts about the KJCPMB's ability to 
manage change in the future. What went wrong during the change projects? Are the 
problems fundamental? What were their causes? Can the problems be rectified? What 
should be done? How can the KJCPMB be more prepared for future change? The Board 
is keen to find out what went wrong during the change projects, rectify the errors and plan 
for future change. The KJCPMB needs to learn how to manage change better in the 
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future. This project is undertaken to help the KJCPMB address these issues. Specifically, 
the research objectives are : 
• to identify the problems which plagued the change projects 
• to trace the root causes of these problems 
• to assess their significance and relationship to the present situation 
• to recommend possible solutions to overcome these problems 
• to propose a strategy to improve the climate for change in the KJCPMB. 
It is the hope that the findings and recommendations of this study will help the Board to 
grow an organization capable of initiating and anticipating change as well as respond to it. 
Methodology and Analysis 
Primary data was not difficult to obtain. The interviewees, on condition of strict 
anonymity, were cooperative and candid in their responses. However, there were several 
limitations relating to the data collection for this study. Information on the KJCPMB in its 
early years of operations was not available as records were not maintained until the 1970s. 
Some of the secondary data sources were read in the original Bahasa Malaysia as 
translations were not available. Similarly, materials from various sources quoted or noted 
in this report had to be translated from Bahasa Malaysia. 
Project data was collected through both primary and secondary sources. Primary 
sources include: 
• interviews with past and current KJCPMB board members 
• interviews with the executive and general staff ofKJCPMB 
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• discussions with related industry professionals 
• personal observation. 
Secondary sources include the following : 
• selected minutes ofboard meetings 1984 - 1997 
• selected KJCPMB internal files and papers 
• KJCPMB By-Laws and amendments 
• annual reports and KJCPMB publications 
• newspaper archives 
• records ofthe Registrar-General of Cooperatives Office 
• literature review. 
The interviews were held between 27 July - 30 August 1997 and 26 January -
1 February 1998 in Kuala Lumpur. Several telephone interviews were conducted to verify 
information in December. All interviews were conducted in Bahasa Malaysia and English. 
Interviewees spoke on condition of strict anonymity. As a result, neither their names nor 
the exact dates ofthe interviews are revealed in this report. Where relevant, the note 
references will indicate personal interviews as the source ofinformation. 
The following approach was used as the framework for analysis : 
• understanding the cooperative movement 
• profiling the KJCPMB and the environment in which it operates 
• describing the change projects 
• analyzing the problems and their causes 
• proposing recommendations for future change management. 
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The KJCPMB is involved in a wide spectrum ofbusinesses. While reference may 
be made to some ofthese businesses and their management, the report will not deal with 
them in detail. The focus will be on the management of the cooperative at its headquarters 
in Kuala Lumpur. 
The currency unit used in the report is the Malaysian ringgit (MYR) with the June 
1997 exchange rate ofMYR 2.40 to US$ 1 • At the time of this report, the economic crisis 
affecting Southeast Asian countries has devalued the ringgit considerably. 
Report Structure 
The report is divided into seven chapters. Chapter 1 gives a brief outline of the 
project objective, methodology and analysis. Chapter II introduces the cooperative 
movement in Malaysia and the special legal status that it occupies. The second half 
will profile the KJCMB. Chapter III defines organizational change and reviews some 
theoretical models and practical approaches to change management. Chapter IV 
introduces the events leading to the KJCPMB's financial crisis of l988. lt will examine 
the process ofplanning, implementing and managing change through three "change" 
projects undertaken by KJCPMB. Chapter V analyses the major problems encountered 
in the change projects. The chapter concludes with a summary of the current situation 
and the future plans of the KJCPMB. Chapter VI offers some recommendations for 
future change management in KJCPMB. There will necessarily be limitations to these 
suggestions and these will also be stated. Chapter VII concludes the report with a brief 




COOPERATIVES m MALAYSIA & THE KJCPMB 
This chapter will trace the history and development of the cooperative movement 
in Malaysia. The later part will introduce the Koperasi Jimat Cermat Pinjaman Mercantile 
Berhad (KJCPMB). This background will allow a better understanding of the problems the 
KJCPMB encountered in planning and implementing change. 
Cooperatives and Objectives 
Economists, sociologists and the layman all have different definitions of a 
cooperative. Some view cooperatives as basic self-help organizations arising from feelings 
of neighborliness. Others perceive them to be impoverished groups who band together to 
achieve greater bargaining power in trade. Generally, a cooperative can be described as an 
organization of the poor, whose objective is to trade among themselves with the purpose 
ofbenefiting the membership, without seeking individual self-enrichment. The McGraw-
Hill Dictionary ofModern Economic Terms^ defines a cooperative as "a voluntary group 
established for the purpose of economic activities, owned and operated by the members 
for their own benefit." The objective is to reduce costs while enhancing the incomes ofits 
members through the elimination of the middle tradesmen. This is the basis for many 
cooperatives in the world including those in Malaysia. 
‘Douglas Greenwold, The McGraw-Hill Dictionary ofModern Economic Terms (1986). 
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Cooperatives in Malaysia 
The idea o fa cooperative was first mooted in 1906 as a means to help rural 
farmers improve their standard ofliving. Initially unpopular,^ and the idea ofcooperative 
organization soon spread to the urban areas. Many cooperatives took the form ofthrift 
and loan societies aimed at helping their members who suffered from financial difficulties. 
In 1922, the Cooperative Enactment was passed with A. Cavendish as the first 
Cooperative Commissioner. The KJCPMB and Syarikat Jimat Cermat Pinjaman 
Meminjam Telekom were among the first credit cooperatives. There were few rules and 
regulations governing such cooperatives and they operated along the general principles of 
cooperatives in the United Kingdom, Sweden, Denmark and other European countries. 
By 1929, there were 30 registered cooperatives. There were also other organizations^ 
which purported to be cooperatives acting for the benefit of its members. As the number 
ofcooperatives grew/ there was increasing concern about the management and operation 
ofcooperatives. ln 1948, the Cooperative Ordinance was enacted and a legal definition of 
a cooperative was introduced in an attempt to describe its scope and limits. The Ordinance 
defined a cooperative as "a society which has as its objects the promotion of the economic 
interest ofthe members in accordance with co-operative principles or a society established 
2 Cooperatives were initially unpopular due to the notion of"interest" to be paid. This was considered 
un-Islamic. However, this was resolved with the wider interpretation of"interest" as a “service charge". 
3 These were mainly informal groups based on a "help thy neighbor" style or “bergotong-royong” i.e. 
neighborliness and cooperation. However, many hid less commendable motives under this guise. There 
were also informal arrangements such as the tontine where group members contributed to a common pool 
and took turns to use the funds collected. Many lost their savings to absconding or defaulting members 
who were unable to contribute to the fund after taking their turn. 
4 Please see Appendix 1 for the number of cooperatives in Malaysia from 1975 - 1996. 
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with the object offacilitating the operation ofsuch a society."' This definition is the first 
indication that "society" or social goals and objectives are part of a cooperative. The 
Department ofCooperative Development or Jabatan Pemhangunan Koperasi was formed 
to assist, develop and advise cooperatives in the country. Sarawak and Sabah embraced 
the cooperative concept with the introduction of relevant enactments to encourage the 
formation ofrural and urban cooperatives in the states. In 1972, Angkatan Koperasi 
Kehangsaan Malaysia Berhad or Angkasa' was formed to represent all Malaysian 
cooperatives in the national and international arenas, including the Geneva-based 
International Cooperative Alliance. 
By the 1960s, social objectives were firmly entrenched in the Malaysian 
cooperative movement. The cooperative had evolved from its strict economic beginnings 
to embrace a wider and more definitive role in nation building. Cooperative members 
benefit socially and economically by assisting the government achieve national goals 
through the New Economic Policy. Accordingly, the stated objectives ofthe New 
Economic Policy were the eradication ofpoverty and a fair distribution ofwealth and 
income.7 The cooperative movement allowed the government to rally grass-root support, 
5 The Cooperative Societies Ordinance, 1948 (Kuala Lumpur: Government Printer, 1948) 
6 Angkasa is a tertiary cooperative where the membership is made up of other cooperatives. One of its 
main ftinctions is to collect the dues of ils public sector members’�cooperatives’) members. For a more 
detail discussion ofAngkasa, see Zainal Abidin Hashim, Koperasi di Malaysia (Kuala Lumpur: Dewan 
Bahasa dan Pustaka, 1997): 27-28. 
7 It was during this period that cooperatives were viewed as a tool in national development. 
Specifically, its role was to eradicate the exploitation offarmers by eliminating the middleman in the 
production and marketing process. Cooperatives also performed a savings and investment function 
whereby cooperatives encouraged savings through the extension of credit at low rates ofinterest. For 
example, in 1981，credit cooperatives gave out MYR400m in loans generating interest earnings of$24m. 
There were interest savings ofMYR16m for cooperative members who would otherwise have paid 
MYR40m to service loans obtained from banks and other financial institutions. The Cooperatives were 
also viewed as a means to improve the lot of the bumiputm (Malay) by consolidating its financial 
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especially in the rural areas. Government aid was channeled into the movement 
strengthening government control. Cooperatives were perceived as agents of development 
and national integration, with meaningful roles in all sectors of the economy and at all 
levels of society.8 
In 1982, the Ministry ofNational and Rural Development ushered in the "New Era 
of Cooperatives" or Era Baru Koperasi by focusing on the modernization of the 
cooperative movement nationwide. New regulations were introduced by the Department 
of Cooperative Development to streamline and update the management and operation of 
cooperatives. Corporate-style management principles were integrated with the cooperative 
one-member-one-vote system. Generally, management committees ran the cooperatives 
but major decisions were returned to the members for deliberation. However, an exception 
was made for large cooperatives with assets over a million ringgit. These were governed 
by elected boards of directors who managed the cooperatives through executive 
committees. Such cooperatives, of which KJCPMB is an example, have a more complex 
system of management and administration similar to that of a company. Annual general 
meetings, audited accounts and other corporate forms of control were introduced and 
accountability was emphasized. 
In 1986, gross mismanagement and corruption led to the collapse of23 deposit-
taking cooperatives and the loss of millions of ringgit. The calls for stricter control 
resulted in the Co-operative Societies Act 1993 which replaced the 1948 Act. The new 
resources for investment in profitable economic activities. By 1982, 20% of large cooperatives were 
mainly Malay. For further details, please see KSM Review (Kuala Lumpur: MMPB, April 1984), passim. 
8 This point is made by Ruslan bin Hitam, Cooperatives in Malaysia (Kuala Lumpur: Cooperative 
College ofMaIaysia, 1995)，9. 
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Act made it mandatory for all cooperatives to be self-sustaining. It also gave the Registrar 
General of Cooperatives and the Department of Cooperative Development wider powers 
to investigate and prosecute offenders, interpret and standardize rules and regulations, 
and to enforce the Act. 
The cooperative movement in Malaysia thus differs from that in other countries. 
There is a strong social objective as well as economic motive. From the social perspective, 
there is voluntary and open membership and equality among members. Cooperative 
education is greatly emphasized through seminars organized to increase members' 
awareness of their role and responsibility to positive cooperation and the long-term 
benefits to society. Economically, Malaysian cooperatives subscribe to the basic principle 
ofbenefiting the membership through cooperation. Returns are either distributed to the 
membership or ploughed back into the cooperative. Revenue generation and profit are not 
the primary motives although many large cooperatives invest in other economic activities. 
Large cooperatives operate on corporate lines but the membership retains veto power in 
keeping with democratic principles. There is substantial direct involvement from the 
government and cooperatives are seen to play an important role in national development. 
Although membership is open to all, cooperatives often attract members of a particular 
race and religion and thus can be easily described by race, religion and political affinity. 
Malaysian cooperatives are governed by the Co-operative Societies Act 1993, 
the Co-operative Regulations 1995 and the individual cooperative by-laws. Given its 
unique nature and role, a Malaysian cooperative is essentially a mix of a traditional 
cooperative, a society and a corporation and it possesses characteristics of each separate . 
entity, lt occupies a very special position legally with different legislation exercising 
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control and governance. At the end of 1985, there were 2,541 registered cooperatives 
with a capitalization ofMYR3 billion. Credit generated was in the region ofMYRl. l 
billion,9 making deposit-taking cooperatives the fourth largest source of credit in the 
country's financial system. 
Koperasi Jimat Cermat Pinjaman Mercantile Berhad (KJCPMB) 
The KJCPMB was registered as The Mercantile Co-operative Thrift and Loan 
Society with limited liability on 17 March 1925 under the Cooperative Societies 
Enactment 1922.'^ According to its By-laws, its main objects are to promote cooperation 
and self-help by encouraging thrift and preventing indebtedness; and to assist members to 
improve their economic position by accepting deposits, extending credit and distributing 
such profits earned from the cooperative's business investments." Performance reflected 
economic trends. Good years saw higher membership, more loans disbursed and better 
repayments; economic downturns were reflected in declining membership numbers, 
diminishing subscriptions, fewer loans offered and a higher default rate. The KJCPMB 
gradually built up a respectable asset base in land and property. At the end of 1996, the 
9 A comparison of capitalization and credit creation by financial institutions is shown in Appendix 2. 
10 The KJCPMB changed its name to Koperasi Mercantile Berhad or in English "Mercantile 
Co-operative Limited" on 30 December 1987. On 10 May 1990, it reverted to the Malay version of its 
pre-1987 name, Koperasi Jimat Cermat dan Pinjaman Mercantile Berhad. This change was dictated by 
the Labour Department's insistence that only a cooperative which had the words "Thrift and Loan" in 
its name could avail itself of the benefits accorded to Thrift and Loan Cooperative Societies by the 
Employment Act 1955. Notwithstanding representations to the Registrar-General of Cooperatives 
Malaysia in 1989, 1990 and 1992, the new Cooperatives Societies Act 1993 has failed to address this 
problem. Thus, although the objects and activities of the KJCPMB are infinitely wider than those of the 
Mercantile Thrift and Loan Cooperative, it has retained its present name. 
“Please see Appendix 3 for selected pages of the KJCPMB By-laws, 1987 for details on the aims 
and objectives and membership of the cooperative. A copy of the By-laws is issued lo all new members. 
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KJCPMB had assets worth around MYR50 million. It ranks among the top ten largest 
cooperatives in Peninsula Malaysia in terms of share capitalization and m e m b e r s h i p ? 
Membership in the KJCPMB is limited to those working in the mercantile or 
private sector and local and statutory authorities. The member must be earning MYR 300 
or above per month. Prior to the amendments to its B y - l a w s in 1995, membership w a s 
restricted to the state. Membership is now nationwide. Since its establishment, KJCPMB 
members have been from the low to low-middle income groups and are predominantly 
Malays. Many are factory workers and junior administrative or clerical stafF in the private 
sector or statutory authorities. More than 80 percent of the members draw monthly 
salaries ranging from MYR500 - MYR1500. The membership at the end of 1997 stood at 
16,375.13 The entrance fee is low at MYR 20 and members pay monthly subscription equal 
to 5 percent of their salary?* There are few complaints as long as members have access to 
credit and the cooperative pays some dividends, usually around 5 percent. 
Membership subscription constitutes the chief source of funds for KJCPMB .^ ^ 
The cooperative's main business is credit creation i.e. it extends loans to its members and 
earns interest on these loans. Thus, the larger the membership base, the more funds the 
KJCPMB has at its disposal for credit creation, the more interest it will earn. This can be 
12 KJCPMB Annual Report. 1996. 
13 Please see Appendix 4 for KJCPMB membership by salary class. 
14 Cooperative subscriptions can be deducted at source by the employer with the permission ofthe 
staff concerned and subject to agreement by the Registrar of Cooperatives. Salary deductions are made and 
forwarded to Angkasa which then transmits the ftinds to the appropriate cooperative. Also see note 6. 
15 Later amendments to its By-laws allowed KJCPMB to engage in various revenue-generating 
businesses such as property development and transportation. Nevertheless, member subscriptions remain 
the cooperative's chief source of funds. 
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invested or distributed as dividends. A large and growing membership is thus critical to 
the survival of the cooperative. The KJCPMB is also involved in the travel trade, property 
development and transportation through three subsidiary companies - Mercantile Travel 
and Tours Sdn Bhd (MTT), Cultural City Development Sdn Bhd (CCD) and Restu Motor 
Sdn Bhd. A turnkey project for a resort hotel will see the KJCPMB enter the hospitality 
industry in 1999. 
The KJCPMB is structured along corporate lines with a board of directors, an 
appointed executive committee and five functional departments.^^ The board is elected 
by delegates from the different constituencies who are in turn elected by the members. 
Four board members are retired annually but they can seek re-election. The board is 
responsible for all policy matters. Several committees comprising board members oversee 
the main divisions. The Executive Committee comprises six board members and the 
Executive Secretary. This committee implements policy and attends to the day-to-day 
operations ofthe cooperative. There are five functional divisions - marketing and 
membership relations，credit & finance, loans, EDP and administration. Each supervisor-
in-charge reports directly to the Executive Committee. The pyramid structure creates 
distinct layers but often with the same persons occupying positions in more than one layer. 
All authority vests in the Board. Operationally, there is a high degree ofbureaucracy and 
decisions typically take time. The KJCPMB has branches in the nearby towns ofKlang and 
Kajang but control is centralized at the head office in Kuala Lumpur. Staffat the branch 
offices handle the preliminary processing ofloan applications and attend to simple queries 
from members. 
�6 Please see Appendix 5 for the organizational chart ofthe KJCPMB. 
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The cooperative and its subsidiary companies have 106 full time employees, 
34 in the head office, 11 in MTT, 8 in CCD and 34 in Restu.^^ At the KJCPMB head 
office, the majority (over 80 percent) are Malays. Many only have secondary school 
education. Only one has professional qualifications. The average length of service 
is 15 years with many serving more than 10 years in the same capacity. Staff members 
are often related through kinship and clan ties i.e. “sekampimg.” 
The KJCPMB office is located in the main business and shopping district of 
Kuala Lumpur. The work environment is pleasant with modern facilities and amenities. 
The cooperative pays very competitive wages with some staff earning above market 
rates.i8 Employee benefits are among the best in the industry.'^ In 1995, the KJCPMB 
won the Anugerah Koperasi Berdaya Maju or "Most Progressive Cooperative Award" 
conferred by the Department of Cooperative Development. The KJCPMB is generally 
regarded as an exemplary cooperative. 
�7 KJCPMB StaffFiles. 1997. 
18 Good pay rises are the norm rather than the exception. A quick comparison with other cooperatives 
confirmed this. 
19 All employees are barred from membership in the cooperative. Instead ofmembership benefits, the 
staffenjoy all the same benefits in a parallel system. For example, loans offered to members are available 
to employees via their employment contract. A quick survey among stafffrom other cooperatives revealed 
tliat KJCPMB staff do have many additional benefits such as employee insurance, family medical 
coverage, education (start-of-school-term) loans and vehicle loans. 
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CHAPTER III 
ORGANIZATIONAL CHANGE : MODELS & APPROACHES 
This chapter will present a working definition oforganizational change and 
review some ofthe theoretical models oforganizational change. This will afford a better 
understanding of the KJCPMB change projects. A briefoverview ofsome practical 
approaches to change management will support later recommendations to help the 
KJCPMB manage organizational change better in the future. 
What is Organizational Change9 
Daft defines organizational change very simply as "the adoption o f a new idea or 
behavior by an organization."'' In the change sequence ofevents, external environmental 
and internal factors act on the organization causing the need to change. Change is then 
initiated and implemented.'' Organizational change also has a time dimension. It is a 
special occurrence; or an event which has a beginning and an end e.g. a merger or the 
tenure o f a new CEO. By segmenting happenings and occurrences into a series ofchanges, 
it is possible for staff to realistically cope with changes in the organization. 
Continuity can also be used to help define organizational change. Any action which 
alters the status quo or which deviates from the accepted way ofdoing things in an 
\J\ \\\M(k 
20 Robert Daft, Management (New York: Dtyden Press, 1994), 362. 
21 Ibid., 363-71. 
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organization is organizational change. However, such actions will necessarily have an 
impact prior to and after the fact. Thus, change in an organization is continuous. From 
the time the organization is established to its demise, the organization is in a long process 
ofcontinuous change - in its goals and objectives, management style, physical location, 
philosophy, policies and procedures, size, people and so on. So, while change is viewed as 
continuously moving from one state or condition to another, paradoxically, change in an 
organization is the only constant. 
This study will look at organizational change in the KJCPMB from both these 
perspectives - as individual events or projects and as part o fa continuing process. It will 
examine how the change projects of l988 - 1997 affected the cooperative and the people 
who work there and how the KJCPMB can manage change better in future. 
Theoretical Models ofChange 
Many factors contribute to change and determine the way in which it is managed. 
A quick review ofsome theoretical models^^ oforganizational change will help to 
highlight and explain the reasons for and response to the change projects in KJCPMB. 
Kurt Lewin's force field analysis presents change as the result ofopposing forces 
acting in a situation. Driving forces or push factors support change and act against 
restraining forces or pull factors which are the obstacles to change.23 Figure 1 illustrates 
the different forces and how they react to change. 
22 L^nn Fossum’ Understanding Organizational Change (Los Altos, Calif.: Crisp Publications 1989) 
passim; Daft, Management, chap. 11, passim. ’ � 
373_'^'/°' an example ofhow the force field analysis works to change systems, see Daft, Management. 
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Driving forces towards the goal Goal: Where we want to be 
> / / < 丨 
s f c 
Where we are today Restraining forces against achieving the goal 
Figure 1 : Force Field Analysis. Adapted from Todd D. Jick, Managing Change: Cases 
and Concepts (Boston: Irwin, 1993), 196. 
In the diagram, the thickness and length of the arrows indicate the relative 
strengths of the different forces. At the base is where we are or the present situation. The 
goals at the top is where we are striving to go. The path is rarely so straightforward. 
When the strength of the forces equal each other, the status quo remains and there 
is no change. When the push factors are stronger, change occurs. For Lewin's model to 
work, three things need to happen - dissatisfaction with the status quo which leads to 
unfreezing behavior, the desired change implemented where the driving forces are stronger 
then the restraining forces and the adoption of the new attitude or refreezing behavior. For 
instance, a new medical insurance scheme proposed by the KJCPMB required staffto pay 
a token sum ofMYR 1 as a commitment fee in return for medical coverage for his entire 
family. When the proposal was presented to the staff, there was surprising strong 
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resistance to the scheme.^^ StafFrefused to pay the MYR 1 and the scheme was 
abandoned. No change occurred. 
An organization is made up of many related parts which function together as 
a whole. At any time, there is an accepted way of doing things and in this sense the 
organization can be considered stable. However, an organization is affected by changes 
in its internal and external environments. As the organization reacts to these forces, each 
response sets offan internal chain reaction in other parts of the organization which in turn 
creates other chains. This is the essence of the general systems theory oforganizational 
change whereby a change in one part of the system creates changes in other parts ofthe 
system.25 ��� organization is bounded by a series ofinter-linked systems and a change in 
one part requires changes in other parts of the same system to accommodate the initial 
change, lf the initial change is critical enough, it will require adjustments in the overall 
systems which make up the organization. Change thus has a domino and ripple effect 
which can result in organizational entropy, synergy or subsystems conflict.^^ Acute stress 
in one part ofthe system can lead to a tendency for the whole system to wither and die. 
In a healthy organization, the synergy created by the many interlocking systems is greater 
than the sum ofits parts. Subsystems are the parts of the organization whose functions 
depend on one another. The sickness or health of dependent parts are thus even more 
critical to the organization as a whole. 
24 It was revealed that resistance was due lo the fact lhat lhe proposal also changcd the medical panel 
contracted by KJCPMB. Staffhad little difficulty getting medical leave from the existing panel of doctors 
and as such were unwilling to change although it was imminent good sense lo do so. Full medical 
coverage for an entire family was a rare employment benefit, even from the most generous of employers! 
25 Daft, Management, 58. 26 !bid.，58-60. 
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Another way of viewing organizational change is to apply the gap analysis. This 
is the simplest way to show how things can differ from a current situation. For change 
management, gap analysis is used to show two states - where the organization currently 
stands and where it would like to be. Fossum^^ describes it - "the way things are" and 
"the way we want to be." ln reality, few organizations move completely from one state 
to another. Very often, old practices are kept and integrated into the new situation. While 
this may help the organization to adjust and provide some familiarity in the new unknown, 
keeping too much of the old can hinder effective change management and prolong the time 
needed to successfully implement change. In the case ofKJCPMB's computerization 
project, the longer time needed for implementation was due in part to the excess baggage 
of old practices as well as the to need to pacify staff who resist the change. 
Nolen and Nolen differentiate between creativity and innovation in change 
management. The former generates new ideas from a range of options; the latter requires 
some change in processes or functions. Successful organizations need innovative and 
creative change. In their model for innovation,^^ the change process begins with the desire 
to innovate. Individuals or groups then seek our opportunities to innovate by generating 
ideas and making a choice from likely successes. Once the vision is clear and objectives 
set, action and contingency plans are made and the change implemented. Nolen and Nolen 
contend that their model acts as an effective guide to innovative change which will help 
organizations respond to change and stay ahead of the competition. The KJCPMB-MBf 
loan scheme described in the next chapter is a good example ofNolen and Nolen's model 
of innovative change. 
27 Lynn Fossum, Understanding Organizational Change. 19. ^^  Ibid., 21. 
19 
Employees look to an organization's leaders to provide vision and direction. The 
quality ofleadership often determines how change in an organization will be managed. 
Blake and Mouton present a model of managerial leadership and change where five 
definite styles ofleadership are oriented towards a concern for task or a concern for 
people.29 The figure below shows the likelihood ofleadership intervention and the forms 
it will take in change management. 
Country Club leader Team leader inspires 
makes sure people are trust and involves people 
not upset no matter what and their ideas to 
happens to the determine strategies to 
change task. achieve the task. 
Middle-of-the-Road leader 
Concern for sticks to tradition and 
people convention and seeks 
consensus before 
implementing change. 
Impoverished leader Task leader assumes 
tells people the expectations that people are lazy, 
and lets them decide what indifferent or 
to do. Believes that you irresponsible so he 
can't really change people. will plan and control 
all actions. 
Concern for task 
Figure 2: Leadership Intervention ModeP^ 
29 Ibid., 23. See also Daft’ Management. 485-86. 
30 The diagram is constructed from the leadership grid in Daft, Management. 486 while the 
descriptions are summarized from Fossum, Understanding Organizational Change. 23. 
20 
From Figure 2, a task leader aims for efficiency by arranging conditions of work such that 
there is minimum interference from people. He is thus more likely to try and plan, direct 
and control change behavior whereas a country club leader will spend so much time trying 
to make life friendly and comfortable for everyone that the change tasks are neglected. 
The ideal leader for change management is the team leader who accomplishes change 
by gaining the people's commitment to work towards a common goal. Interdependent 
relationships are characterized by trust and mutual respect. The middle-of-the-road leader 
tends to leave decision in the hands ofthe employees. He is generally past oriented and 
relies on the old ways ofdoing things. In the KJCPMB, leadership was somewhere 
between the tradition bound middle-of-the-road and the task leadership styles. As the 
change projects went under way, the leadership style started to shift towards a greater 
task orientation. With the turnaround successfully achieved, it began to move back to its 
former middling position. 
The griefcycle model is based on the work ofElizabeth Kubler-Moss^^ who 
observed predictable new patterns ofbehavior among her cancer patients as they tried to 
cope with their illness and the changed circumstances. Initial denial was followed by anger 
and finally, by acceptance and accommodation of the change in their lives. Similarly, Jick 
talks about the four stages of change based on the theory of risk-taking propounded by 
Harry Woodward and Steve Bucholz.^^ The initial stage is shock characterized by the 
perception of threat, immobilization and no risk-taking. This is followed by a defensive 
31 Fossum, Understanding Organizational. Change. 31. 
32 Todd D. Jick, Managing Change: Cases and Concepts (Boston: Irwin, 1993), 322-23. 
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retreat expressed in anger, holding on and still no risk-taking. The acknowledgement 
phase of mourning, letting go and a growing potential for risk-taking is followed by the 
final stage of adaptation and the change itself, characterized by risk-taking and finding 
comfort in the change. 
The grief cycle behavior was also found among those who suffered change in the 
workplace such as passed over promotion, retrenchment or relocation to a strange place. 
Thus, change always involves loss - of the past, of routine, of comfort or of relationships. 
Even imagined loss, real in the sufferer's mind, can influence his behavior. There appears 
to be no significant difference in the grief cycle resulting from loss suffered in either 
organizational change or personal change. Significantly, Kubler-Moss also noted that 
positive events can also create a sense ofloss. A marriage or a promotion sometimes 
requires relocation to a new place which may not have the necessary support network. 
In any instance where an individual suffers a loss, behavior will change which will require 
the individual to give up old habits and acquire new ones. 
Practical Approaches to Change Management 
According to Brill and Worth, corporate change is timeless and continuous. Their 
approach to managing change emphasizes the importance of a strategic "fit" or alignment 
of any change with the organization's long term goals and vision. The key to successful 
change management lies in the effective use of four levers? each a powerful tool of 
strategic management. The first lever focuses on the individual within the organization. 
33 Peter L. Brill and Richard Worth, The Four Levers ofCorporate Change (New York: AMACOM, 
1997), part two, passim. 
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A sound understanding ofhuman nature and its psychological complexities form the 
foundation upon which the authors build the other three interdependent levers. The next is 
the skillful use of power to build on positive human virtues and to investigate the negative 
influence ofless desirable ones like suspicion, stubbornness and anxiety, all of which 
undermine effective change. Power, if misapplied, produces dismal results and often 
worsens the situation. Brill and Worth propose the use of well designed social processes 
to transform employees' belief systems and to win their support for the change. Consensus 
is a significant element of this particular lever and should be actively pursued to encourage 
and ensure employee buy-in to the change. Change efforts will be doomed to failure if 
persuasive and skillful leadership is absent. This is Brill and Worth's final lever for 
successful change management. Leadership must be clearly defined by the vision it 
provides for the future. More than this, leadership is responsible for the more mundane 
but critical activities of gathering useful information, making fair policies and identifying 
and training key personnel to implement change and to develop a realistic set ofideals. 
Based on the Twelve Hallmarks of Success developed by the Wharton School as 
the benchmark for successful companies^^ of the next century, Brill and Worth propose 
inter alia that successful leaders should strive to craft a vision that is in synch with its 
different environments. Staff empowerment and the use of cross functional teams are 
among the ways of achieving the vision. The objective is to create companies which can 
successfully anticipate, plan, implement and sustain change. 
34 Such companies will have the following characteristics : vision-directed, cross-functional, flatter 
and empowered structure, global, networked, information-technology based, stakeholder-focused, flexible 
and adaptive, customer driven, total-quality focused, time-based and innovative. For a detail description of 
each characteristic, see Brill and Worth, The Four Levers> 12-15. 
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Recent work of Jick focuses on people as the critical factor in organizational 
change management. Jick sees people in one of three broad roles - change strategists, 
change implementors and change r e c i p i e n t s . ^ � C h a n g e strategists are the initiators of 
change. They are the leaders with the vision and foresight to perceive the need for change. 
Implementors are the agents with the task of doing and controlling change activities. 
Proper management of the people in each of these interdependent roles will prepare the 
organization for long term, continuous and sustainable change. People may wear different 
hats and, sometimes, don more than one hat. However, when change is understood and 
accepted, or even expected as part of thejob right from the beginning, it becomes a 
constant. People will be more matter of fact and thus be able to cope better with change.^^ 
As organizations try to push fast, spend less and stop earlier than the change 
process requires, there is the illusion of control which is dangerously misleading. Change 
is in fact chaotic and implementors face a host of problems. The results of a survey by 
Larry Alexander,^^ reveal some of the major problems. They include time and cost 
overruns, unforeseen problems, ineffective task coordination, distraction by competing 
activities, lack of skills and capabilities, inadequate training and instruction and the adverse 
impact of negative and uncontrollable factors in the external environment. Many of these 
were evident in the change projects of the KJCPMB. 
Cautioning against quick fixes and recipes for instant success, Jick offers a 
framework for managing change which includes in-depth analysis of the situation, creating 
35 Todd D. Jick, Managing Change. 192. 36 ^ - ^ g3-97, 92-201, 322-333, passim. 
37 Larry Alexander, "Successfully Implementing Strategic Decisions," in Long Range Planning 18, 
no. 3 (1985)，91-97，quoted in Jick, Managing Change. 193-94. 
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a shared vision and common direction, lining up strong political sponsorship, crafting an 
implementation plan and developing enabling structures. While he emphasizes the need to 
create a sense ofurgency and to break away from the past, the key parts ofhis approach 
to change managemenP revolve around the need to communicate effectively, to involve 
people right from the beginning and to be honest and open in all tasks relating to the 
change activities. 
Clarke too espouses a practical approach to creating, managing and sustaining 
organizational change by focussing on the people in the change process. Employees must 
buy-in to change ideas and thus the importance of creating an internal market for change 
and the need to "communicate like crazy".^^ TJ and Sandar Larkin also believe that 
communication is the key to effective change in the organization but it must be the right 
sort ofcommunication. The Larkins dispense with the conventional wisdom of 
management announcing change and the use oftraditional devices such as mission 
statements and corporate videos and publications to communicate impending change to 
frontline staff. They prescribe a more pragmatic approach which is to target supervisors, 
rely on face-to-face communication and communicate facts only. Supervisors are seen as 
the vehicle of to carry the change message. They are the ones whom line stafftrust to give 
them a fair shake. Good and effective communication "shortens the time between 
implementation and getting your hands on the benefits" ofchange.^^ 
38lbid.，195. 
39 Liz Clarke, The Essence of Change (London: Prentice-Hall Inc., 1994), 157-172, passim. 
� TJ and Sandar Larkin, Communicating Change: Reaching and Changing Frontline Emplovees 
(unpublished report). 
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According to Domain, "the most successful corporation of the 1990s will be 
something called the learning organization, a consummately adaptive enterprise".^^ 
Currently, organizations emphasize adaptive learning which addresses the symptoms 
rather than the causes of change. Senge's principle of creative tension^^ espouses 
generative learning which requires reviewing business systems in a new light. Accordingly, 
tension comes from seeing clearly the vision of the future and an honest perception of the 
current reality. Senge claims that many otherwise capable leaders fail because they 
substitute analysis for vision. In analyzing and then solving problems, the motivation is 
extrinsic - a desire to change the undesirable current reality, ln creative tension, the 
energy for change comes from what we want to create, to be in the future regardless of 
the current reality. The motivation is intrinsic. In proposing and managing change, leaders 
bear the ultimate responsibility to forge a learning organization. 
Senge's leaders of future organizations are designers, teachers and finally 
stewards.43 Leaders are the architects with the duty to build a strong foundation of 
purpose and values for the organization. As teachers, they have to help people achieve 
more accurate, insightful views of reality, identify options and make choices. It requires 
strong guidance and empowerment. Perhaps most important of all is the stewardship role 
that leaders must play. Leaders should want to serve first, not lead. Servant leadership 
"begins with the natural feeling that one wants to serve, to serve first ...is sharply different 
41 B. Domain, Fortune. 3 July 1989, 48-62 quoted in Peter M. Senge, “The Leader's New Work: 
Building Learning Organizations," Sloan Management Review (Fall 1990): 8. 
42 Peter M. Senge, "The Leader's New Work: Building Learning Organizations," Sloan Management 
Review (Fall 1990): 8-9. 
43 Ibid., 10-13. 
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from one who is a leader first, perhaps because of the need to assuage an unusual power 
drive or to acquire material possessions."^^ In each ofhis roles, the leader needs to 
communicate clearly and well. Without it, leadership efforts are nought. 
The Beer, Eisenstat and Spector approach to change management focuses on 
"task alignment -- reorganizing employee roles, responsibilities and relationships to solve 
specific business problems." This is a very practical approach when goals and tasks are 
easy to define and the group involved is small. The method calls for coordination or 
teamwork, high levels of commitment and key competencies in identifying and solving 
problems. Beer et al. contends that the task alignment approach works to manage change 
successfully if managers follow the critical path laid out by their sequence of six 
overlapping but distinctive steps.^^ Briefly, the steps involve mobilizing commitment to 
diagnose problems; developing a shared vision ofhow to organize for competitiveness; 
fostering consensus for the new vision; spreading revitalization throughout the 
organization without pushing it from the top; institutionalizing the change through 
policies, systems and structures; and monitoring and adjusting strategies in response to 
problems in the change process. 
Whatever the approach to organizational change and change management, there is 
consensus on two things : change in an organization affects the people and the processes; 
and the way change is communicated is critical. Organizations are changing rapidly. How 
change is managed will ultimately affect the competitiveness and performance of the 
44 Robert Greenleaf, Servant Leadership : A Journev into the Nature ofLegitimate Power and 
Greatness (New York: Paulist Press, 1977) quoted in Senge, “The Leader's New Work," 13. 
45 Michael Beer, Russell Eisenstat, and Bert Spector, “Why Change Programs Don't Produce 
Change,” Harvard Business Review (Nov-Dec 1990): 161-64. 
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organization. The days when an organization is perceived as a static, unchanging entity are 
gone forever. Successful organizations are those that are organic and dynamic. Change in 
an organization is unique unto itselfjust as each organization is different in countless ways 
from the next. Unending variables, from weak corporate culture to the lack offinancial 
resources, will combine in different degrees to offer infinite permutations ofunique 
challenges to the change manager. Change is the very essence of growth. It is inevitable 
and unavoidable. More and more, the focus is on people and their relationships within the 
organizational framework. Successful change management requires a strategic fit of 
people, process and vision. The different theories and approaches offer guidelines for 




THE CHANGE PROJECTS OF THE KJCPMB : 1988 — 1994 
This chapter will introduce the business environment and describe the main events 
leading to thel988 financial crisis in the KJCPMB. It will then examine the major change 
projects which were instrumental in the successful turnaround ofthe cooperative. The 
planning and implementation of each change project will be analyzed with special emphasis 
on the problems which arose and their effects on the management and staff. 
The Business Environment of the 1980s 
Political stability, planned economic development and favorable market conditions 
led to unprecedented growth of the Malaysian economy in the 1980s. Public and private 
sectors expanded at a rapid rate with business opportunities and potential profit in 
practically all industries. Lured by possibility of increasing the wealth of its members and 
the chance to expand its asset base, the KJCPMB began to invest in business activities for 
profit.46 The overt objective was to increase firm value for the economic and social benefit 
of members. A strong membership drive to recruit members was easily accomplished. 
Times were good and people had the means. The cooperative was a good way to save for 
46 Personal interview. The cooperative could not do this under its By-laws of that time. When these 
investments came to light in 1987, the KJCPMB had to amend its by-laws to rectify the situation. 
According to an ex-Board member, this partly explains why the annual accounts for 1984 - 1987 were 
delayed. 
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a rainy day while giving the members of option of easy access to credit. The increased 
subscription funds became the seed money for investment in several business ventures. 
Bearing in mind the composition of the membership and the structure of the cooperative, 
the Board effectively had total control of all business activities. As long as the economic 
outlook was positive and annual dividends were paid there were no complaints from the 
members. This changed with economic recession. 
The Crisis ofl987-94 
Between 1984 - 1987, KJCPMB accounts were inexplicably delayed.^^ The rot 
became evident in 1987 when the accounts were finally presented. The KJCPMB was in 
dire financial straits. The business ventures had accumulated losses ofMYR 7.2 million 
which eventually had to be written off as unrecoverable debts. An investigation by the 
Department of Cooperative Development raised accusations of mismanagement and 
alleged misappropriation of fiands. Board in-fighting and divided loyalties gradually 
escalated and as the crisis deepened, civil and criminal suits were filed. During the crisis, 
there was much adverse publicity concerning the cooperative in the media and the staff 
"were feeling very confused and did not know what was going on."^^ Several staff 
meetings were held to clarify matters and to allay any fears which the staff might have.^^ 
47 Personal interview. There was speculation that the delay may have been deliberate to prevent a true 
and fair view of the state of the cooperative. 
48 Personal interview. In describing the mood at the KJCPMB during the crisis in 1987, staffand 
board members used the Malay term ''kelam-kabuf which means general confusion and uncertainty. 
49 The fact that the meetings were initiated by the staff clearly demonstrates their fears and confusion. 
The KJCPMB compiled a lengthy document and distributed copies to all staff members before a special 
staffbriefmg on 30 September 1987. More meetings were held at later dates. The KJCPMB StafFMemos 
dated 28 August 1987, 29 August 1987, 28 September 1987 and 30 September 1987 in Appendix 6 refer. 
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The meetings yielded little positive result; the subject matter was too complex and the 
legal implications were beyond most of them. The led to more frustration. 
At an extraordinary general meeting (EGM) held on 31 December 1987, several 
board members were ousted including the Chairman and the Secretary. With fresh 
elections, a new board took control in 1988. Staff loyalty was split between the serving 
board and the ousted board members. With a few exceptions, the composition of the 
Board of 1988 and the current board remains basically unchanged. 
With the 1986 - 87 scandal involving deposit-taking cooperatives still fresh in 
public memory, the crisis at the KJCPMB made news in all the media. As a result, 
KJCPMB faced a loss of confidence as members resigned in droves. In 1987, the 
cooperative lost 20.8 percent ofits membership. The situation worsened in 1988 with 
30.35 percent and another 20.09 percent the following year.^ ® This was a serious threat 
to the survival of the KJCPMB. With the business loss suffered, continued membership 
subscription was literally the main source of operating funds. There was further financial 
pressure in the withdrawal of deposits by resigning members. To exacerbated matters, the 
economy was headed for a downturn. After the boom years, economic recession hit hard 
at a time when the KJCPMB could least afford it. Money was tight and members defaulted 
in subscriptions and loan repayments ” The KJCPMB had a strong asset base but financial 
instability loomed as funds threatened to dry up with decreasing membership. The 
immediate challenge facing the new Board was to reverse this trend of membership 
5° See Appendix 7 for the KJCPMB membership data from 1984 - 1996. 
51 About 12,000 letters were sent out to members in relation to this problem. The KJCPMB Staff 
Memo of 12 October 1988 in Appendix 8 refers. 
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decline. It had to inspire existing membership confidence in the KJCPMB and attract more 
new members. 
To tackle this, the Board retained the services of a management consultant to 
study the problem and to advise the Board on an appropriate course of action" Based on 
the main recommendation of the report for improved service to members, the KJCPMB 
assessed the situation and proposed several changes. There was a sense ofurgency to 
implement the changes at once. In the light of the negative publicity the KJCPMB was 
receiving, the Board also felt that it was important that it be seen to be doing something to 
alleviate the situation" With all the uncertainty, it was felt then that immediate action was 
needed. "We did what we thought would work (to improve service) and when it didn't, 
we tried something else. The change projects were really desperate attempts to reverse the 
loss of confidence in the cooperative and to stop membership decline."^^ 
To improve service, the first area for change was the speeding up ofthe actual 
loan processing and approval process. This meant changes in the operating procedures and 
systems at KJCPMB. ln particular, it would involve the computerization of operations in 
KJCPMB. The second area of change came with business diversification.^^ ln spite of the 
failure of earlier ventures, the Board believed that diversification was necessary for the 
long-term health of the cooperative. Accordingly, the KJCPMB proposed to engaged in 
52 Personal interview. The report by the consultant is classified but interviews with Board members 
revealed that the main recommendation was the general improvement of service to members. 
53 Personal interview. This sentiment was confirmed by several Board members including an 
ex-Board member. 
54 Personal interview. The statement echoes the belief of the current Board and its Chairman. It sums 
up the situation in a nutshell. They are firm in their opinion that nothing else could have been done. 
55 Personal interview. Amendments to the KJCPMB By-laws in 1988 made this possible. 
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retail trade by establishing a new consumer products division. It would also continued to 
seek out profitable investments which would generate a steady cash inflow and improve 
the long-term financial performance of the cooperative. These activities meant changes in 
the internal structure and increased interdependence and coordination within and between 
departments. The third area of change was defined by the realization that the KJCPMB 
lacked operating capital. It needed to source cheap external funds which the cooperative 
could use to continue its credit activities. New types ofloans were needed to retain old 
and attract new members came much later. Capital infusion and product development 
meant changes in the organizational structure and the consequent operating procedures. 
Tactically, the KJCPMB embarked on three major projects - Projek Komputer 
(computerization), Aktiviti Penggima (retailing activities) and Skim PinjamanMBfox 
MBfLoan Scheme (a credit scheme which used external funds). The actual planning and 
implementation of each project and the effect it had on management and staffwill be 
discussed in the following sections. 
Projek Komputer (Computerization) 
In 1984, the KJCPMB embarked on a program to computerize the administration 
department. Physical storage facilities for member records and files were problematic and 
computerization was seen as the answer. Equipment was purchased and stafFtrained in 
its use. It was neither envisaged nor planned that other departments would follow. The 
financial crisis o f l987 changed this. 
Based on the consultant's recommendation, the KJCPMB decided to update its 
systems throughout the cooperative. The hope was that improved service and efficiency 
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would retain members and attract new ones. The services of an extemal contractor were 
retained and work began in the Marketing and Loans department. No input was sought 
from stafFat this point although department heads were consulted on their department 
needs later on. StafFwere informed through memos announcing the project and requesting 
their cooperation. Supervisors were asked to nominate staff for a two-month training 
course on the use of the new equipment.^^ 
The project took the stafFby surprise and in an atmosphere already steeped in 
uncertainty and distrust, many were afraid that with the new computerized systems, the 
'faithfUr would be laid-ofF. From the focus interviews, staff perceived the project as a way 
to modernization where machines would replace them. Others saw it as a political move 
by the Board to remove non-supporters. The grapevine was rife with "facts" regarding 
potential lay-off and retrenchment. 
Whatever their stance, many saw the project as a threat to their livelihood. Many 
had been working at the KJCPMB for more than 15 years. It would have been almost 
impossible to get matching positions elsewhere if they had to leave the cooperative. Jobs 
were scarce in a recession and scarcer still for those with few marketable skills. With the 
information that was trickling down the grapevine, the threat of unemployment was very 
real. The naysayers forecasted gloom and doom claiming that the changes occurring in the 
cooperative would create excess capacity and unemployment. The fact that excess 
capacity was actually created but without the accompanying unemployment and lay-off 
only strengthened beliefin the "prophecies " Staff morale plummeted. 
56 KJCPMB Internal Files, 1988 - 1989，passim. 
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Training relevant KJCPMB staff for the project took more than a month instead 
of the usual two weeks. They were unwilling to learn and were deliberately slow. When 
internal training did not work, the KJCPMB engaged an external trainer to instruct them 
but this proved an uphill fight. Staff were not required to perform complex computations; 
merely execute the instructions prompted by the computer. The task was mainly clerical. 
One employee recollected her fear and anger at that time. She recalled her efforts 
as well as those ofher colleagues to deliberately sabotage the project ~ "I just acted 
stupid and learned very slowly. I did not practice and I took a long time. I never asked for 
training. I know they can't sack me for that!"^^ The words of another reflected the 
prevalent attitude: “Kami cari makan aja; takkan nak kerja sampai matiP' which means 
• • • • • 58 
"We're only making a living; certainly not going to work ourselves to death!" 
Computerization made it much easier to track work done and with built-in time 
logs, mistakes were easy to trace to source. The increased accountability and work 
pressure resulted in strong resistance to the project. Staff deduced that the change in the 
Membership & Loans Department would have a domino effect and necessitate changes in 
other departments 一 with the same performance expectations. The grapevine gathered 
support from the other departments. Inter-departmental relationships were not only at the 
professional level; there were closer, personal ties such as husband-wife or kinship links 
and dating couples. Social relationships reinforced the professional bid to preserve the 
status quo and oppose the change brought on by management's plans. 
57 Personal interview. This is translated from the original Malay comment “Aku buat tak tahu. 
Bodoh-bodoh pun dapat kerja, dapat makan. Lagipun, tak boleh buang kerja!" Legally, it is extremely 
difficult to terminate employment without cause in Malaysia. Workers are generally aware of this. 
58 Personal interview. 
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Staff adopted an unannounced work-to-rule and go-slow tactic.^^ There was also 
the constant demand for compensation for any task assigned outside the strict job 
description. One incident comes to mind. An employee was asked to assist in the dispatch 
ofannual reports by going to the post office, ln this instance, the reports were already 
loaded in an air-conditioned van. All the employee was required to do was to sit in the van 
while it was being unloaded in front of the post office. He refused to do so unless he was 
compensated for doing thejob! Similarly, claims would be submitted for unscheduled and 
unauthorized overtime. This usually covered lunch breaks and evenings when the staff 
were often seen playing caroms and darts! New control procedures soon prevented this 
but the actions were viewed as examples ofbad faith on the part of management by those 
affected as they had come to rely on the additional "income." 
Resistance to changes in procedures also manifested itself in the spoilage rate 
which rose as staff deliberately mis-noted particulars and mis-entered data. The staff 
persisted in doing things their own ways and resented the new methods. Instructions were 
ignored and even after lengthy training, the staff would revert to their old habits on the 
job. For example, staff were instructed to reject loan applications from members who did 
not meet the new minimum wage requirement ofMYR 300. Frontline staff would 
continue to accept the application forms and other staff in other departments would 
continue to process these applications, with "mistakes" in entering data somewhere in the 
chain. When mistakes were picked up by the system, they merely shrugged it off. lt was 
59 Evidence of this and other subtle and disruptive tactics are scattered through out the KJCPMB 
Internal Files, 1987 - 1993. Item 6.5 ofKJCPMB StaffMemo dated 13 December 1988 gives examples 
of some of the activities. A more damning reminder of proper staff conduct was issued on 28 July 1989. 
Please see Appendix 9 for copies of these memoranda. 
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only after disciplinary action was brought against several employees for this and other 
misdemeanors^® that things improved slightly. By this time, the KJCPMB had had to write 
off thousands of ringgit in bad debts from such mistakes.^^ 
Unfortunately, the KJCPMB also sent mixed signals to the staff. The objective 
of Projek Komputer was to improve efficiency and service. However, at that time, the 
KJCPMB did not have enough ftinds to meet the loan demand. So, it adopted a policy of 
deliberately staggering the loans by offering only a limited number every month. Staff were 
then instructed to drag out the processing time. The mixed signals caused confusion and 
strengthened the belief that the Board did not know what it was doing! 
However, not all staff were opposed to the change. The few staff who were 
enthusiastic about the changes, however, were quickly silenced with slurs of"traitors" and 
“anak huah" or "favored child." It did not help at that time that willing employees were 
commended for their behavior and given more responsibility. One of these employees 
claimed that her supervisor was unhappy at her aptitude and new skills, and perceiving her 
as a threat, became cold and hos t i l e� � From the same employee's candid admission, there 
was also the loss of"income" through the under-counter payments or "tea money" which 
loan applicants often offered for speedy service and supposedly "guaranteed" approval of 
60 These include constant absenteeism, being absent from their duty post (shop assistants, security 
guards, despatch rider, counter staff), absent without leave, not observing the confidentiality of KJCPMB 
information，deliberately misplacing documents and negligent care of equipment. Disciplinary 
proceedings are instituted after warnings are issued and follow the cooperative's Disciplinary Procedure in 
Clause 32 ofThe Terms & Conditions of Service. KJCPMB Internal Files. 1988 - 1990. The KJCPMB 
StaffMemoranda dated 15 February 1988，19 March 1988 and 25 April 1988 in Appendix 10 refers to the 
problem of absenteeism. 
61 KJCPMB Internal Files. 1989 • 1991, passim. 
62 Personal interview. Apparently this employee and her supervisor used to go for lunch together 
every day. With her new abilities, she was called “Si-Pandai” or “Miss Clever" behind her back. 
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their loan applications.^^ However, by computerizing loan-processing operations, this 
avenue for revenue was essentially plugged. As new processes and procedures for loan 
applications were introduced, they were met with numerous complaints that the members 
were unhappy with the new arrangements, unable to provide the necessary data or could 
not understand the forms. A quick comparison of the old and new formats showed little 
real difference so these claims can be discounted as obstructions to change. 
Two years after the Projek Komputer was initiated, the Board managed to get the 
necessary systems in place and the cooperative was on-line. Member services improved 
with loan processing time reduced from several months to one day, on-line. There was 
an appreciable decrease in the number of member resignations. Administratively, the 
cooperative is more efficient and decision and reaction time was much faster. The project 
was deemed a success by the board. 
Aktiviti Penggima (Retailing Activities) 
With the MYR 7.2 million deficit, the KJCPMB was desperately sourcing for 
funds to continue its credit activities. Externally, in spite ofhaving a strong asset base, the 
KJCPMB was an unattractive credit risk. Money was tight and bank and other financial 
institutions were unwilling to extend credit at rates low enough for the KJCPMB to turn a 
63 "Tea money" is pervasive business practice, not least in the cooperatives. At KJCPMB, the amount 
involved varied with the size of the loan application. It was not necessarily limited to the frontline staff, 
who had direct contact with the members, although they were most suspect. According to several staff 
interviewed, the practice was common knowledge, accepted and even expected! Although they were 
careful not to name individuals, there were speculations that several employees lived well beyond their 
means. Such additional "income" was factored into regular income and expenditure. Many financial 
commitments were made on this basis. To lose these "earnings" would be a blow. The project was seen as 
the end and it proved to be just that. "Under-counter" payments and “tea money" should not be confused 
with tipping for service rendered. 
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realistic profit. Internally, the KJCPMB was not generating enough subscriptions to match 
the value demanded for current loans. Reimbursement of deposits to resigning members 
was also a drain on the scarce financial resources. It must be noted that between 1987 
and 1989, resignations shaved off over 30 percent and 20 percent of the membership 
r e s p e c t i v e l y . 6 4 The situation was getting quite critical when the Board struck on an 
innovative solution. 
After an informal study of past records, the Board noted that members often cited 
the purchase of consumer durable goods as the reason for their loan application. An 
innovative idea was conceived whereby the KJCPMB would engage in the retail trade of 
such goods to their members. The cooperative would obtain the goods on credit from 
wholesalers and sell them to KJCPMB members at lower-than-market retail prices. Since 
the loans to purchase these goods were granted by the KJCPMB itself, the funds would 
stay within the system, effected with paper transfers while the goods traded physically. 
The KJCPMB would earn the retail profit while offering an additional service to its 
members. The revenue would be used to generate interest-bearing loans to members. 
Additionally, the extra benefit would attract new members and help to retain the current 
membership. Members enjoyed savings through lower prices when they purchased from 
the cooperative shop. Administratively, the project would also absorb the excess capacity 
created in staffing as a result of the computerization project. The retail business was seen 
as a new and profitable area where surplus staff could be deployed. It would also keep 
costs down. It appeared to be a win-win situation. Aktiviti Pengguna would address 
several problems ~ shortage of funds for credit activities, declining membership, excess 
64 Please see Appendix 7. 
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staffcapacity and improve service to members. Thus, in the midst of the Projek Komputer, 
the Board launched Aktiviti Pengguna in 1989. 
While it was no secret that the cooperative was venturing into the retail business, 
stafFwere not consulted in the matter. Conceived as a management solution to existing 
problems, the Board announced the project in the usual way 一 by memorandum to all staff 
- a n d proceeded to adjust internal systems and procedures as necessary�� The supervisor 
ofthe Membership & Loans Department was appointed to head this new division. He was 
also placed in charge of all the marketing efforts ofthe KJCPMB.^^ This made him very 
unpopular among the other department heads who felt that they had lost some power in 
the cooperative to him. The appointee now headed the two most important departments 
in the cooperative. Although the Board officially approved the appointment, some were 
disappointed that their proteges were not given the chance. Jealousy and rivalry made task 
coordination difficult and caused further deterioration of inter-department cooperation. 
Aktiviti Pengguna was launched within a month with a skeleton crew on the first 
floor ofKJCPMB building. Accordingly, wholesalers were contacted and following credit 
arrangements, the goods were delivered to the new shop and the KJCPMB was in the 
retail business. To implement the project, a new division was set up, drawing stafFand 
resources from several departments. Department heads were instructed to second their 
65 KJCPMB StafFMemoranda dated 20 March 1989 and31 March 1989 give an indication ofthe 
extent ofthe re-organization. It affected several departments and staffwere assigned new duties with 
immediate effect. Appendix 11 refers. 
66 Personal interview. When queried ofhis reaction to his sudden "promotion" at that time, the 
staffreplied that he was one of the most willing to support change. He had the necessary contacts among 
wholesalers and could get things organized quickly. Checking this appointment with board members, even 
those who were against the appointment at the time reluctantly agreed that the supervisor was a good 
choice but nevertheless declared that “others" should have been given a chance. 
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excess staffto the new business division where they would be trained to take on new 
responsibilities. Many ofthosejoining the new division did not have a clear idea what the 
project was about. StafFreceived instructions to report for duty or to take over the duties 
ofanother who had been moved to the new division. Coordination efforts became difficult 
when the lines ofauthority became blurred and staff were no longer clear regarding their 
duties. As one staffsaid, "ln the past, we did one thing one way and we know what to do. 
Now, everyone is doing many things in many ways. Sometimes, we don't even know who 
is doing what!"^^ 
Staffreaction to yet another change project in the organization was far from 
positive. Sensing the groundswell of discontent, the Board made attempts to clear the air 
by re-instituting the monthly stafFmeetings^^ where the staff were encouraged to air their 
views. Predictably, nothing ofsubstance^^ was said at these meetings as employees feared 
being identified as troublemakers. Officially, staff were informed and kept up-to-date 
about the project but from the interviews, many felt that they were not really clued in to 
the project. One employee labeled it the "telling is not knowing" type ofinformation 
implying that the management was either suppressing information or did not want staffto 
know everything. In all fairness, the Board itself was often uncertain ofhow things would 
67 Personal interview. The employee who made this comment had been involved with both Projek 
Komputer andAktiviti Pengguna. The original comment was made in Malay : “Dulu, buatsatu kerja, 
semua orang faham. Sekarang raniai buat, tapi siapa buat apa pun tak tahuP' 
68 The staffmeetings which were re-instituted in 1987 had lapse. This was the second time that staff 
meetings were revived. 
69 KJCPMB Internal Files. 1989 - 1993, passim. The minutes of these meetings carried nothing out 
of the ordinary. No real issues were raised or decisions taken which could have affected the project. As the 
meetings were held after office hours, the staff could claim overtime pay, which according to an employee 
interviewed, was why he attended the meetings in the first place! 
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turn out. As an ex-Board member admitted : "The Board had no experience in the retail 
business, lt was really a case of trial-and-error and a desperate attempt to generate the 
needed operating funds. We told them what they needed to know. It wasn't necessary to 
tell them how desperate the situation was. It could have been very damaging."^® 
As with Projek Komputer, the new scheme was plagued with operational 
problems, many originating from antagonistic staff unwilling to participate in the change. 
The staff who were seconded felt undervalued - they were "excess" staff and this 
diminished their sense of worth. One staff said that he felt “macam kayu” or "like useless 
deadwood " Training was rudimentary. Assigned staff were offered a one-percent 
commission on the retail price as an incentive but they were not interested. Shop opening 
hours were long to accommodate members who found it convenient to shop during lunch 
hours and after work in the evenings. The staff were required to work shifts which fueled 
their dissatisfaction. Married employees were particularly opposed to this and although 
efforts were made to accommodate personal timetables, it was not always possible. Shift 
work also carried with it overtones of factory or manual labor which the staff abhorred. 
Worse was the perceived demotion and downgrade of their status to mere “jaga kedai,, or 
shop assistants. There was little possibility of overtime pay with shift-work and the 
financial loss fed their anger and frustration. 
With hindsight, there was also the unfortunate resourcefulness of individuals who 
were very enthusiastic about Aktiviti Periggima for the wrong reasons. These enterprising 
individuals saw a new avenue for revenue in the KJCPMB's retail business. The lack of 
70 Personal interview. According to an ex-Board member, there were fears that if the staffknew the 
real situation, news might spread and cause a run on the cooperative. The KJCPMB could not afford this. 
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proper supervision and poor controls made it possible for these individuals to take 
advantage ofthe situation7^ They effectively went into business for themselves by 
contacting the wholesalers directly and selling the goods to friends and non-members at 
low member prices and pocketed the profit. The profit margin was further enhanced by the 
high demand for the goods. The cooperative was by-passed in terms of profit and instead 
became a convenient contact and delivery point for this sideline business. Needless to say, 
attempts to stop this practice?? this proved very unpopular indeed! 
Daunted by the troubles it was having, the Board decided to contract out the 
management of the retail shop. The cooperative was restructured yet again to dissolve the 
newly created unit. The one-percent sales commission was withdrawn when the contractor 
took over. This caused resentment although nothing much was actually sold! In spite of 
efforts by the new shop manager, there was a steady decline in sales. When it was 
discovered that many members who had applied for loans, actually purchased goods and 
then re-sold them to non-members at half the paid value for cash, the Board decided to 
terminate the project. Clearly, it was really cash not goods that the members wanted. The 
basic assumption for Aktiviti Pengguna was thus unfounded. 
It was obvious that Aktiviti Pengguna had achieved none ofits objectives and had 
created an administrative headache instead. The failure created a lot of resentment, 
71 Personal interview. The staff for this project were required to mind the store in shifts and there was 
very little check on their performance except to tally the orders and sales at the end of the day. Although 
investigations were carried out, it was difficult to track down the perpetrators as records were badly kept 
and some were missing. However, there are indications that it was highly profitable. The KJCPMB is still 
paying off suppliers who deliver goods ordered which the shop received but which were missing when the 
final inventory was taken before the project was terminated. 
72 KJCPMB Staff Memorandum dated 15 February 1990 refers to the unauthorized movement of 
goods from the project showroom. Please see Appendix 12. 
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particularly among the staff involved in the project. They felt they were being blamed for 
the failure. By this time, the computerization project was showing results, so the failure of 
Aktiviti Pengguna was felt more keenly. As an ex-Board member succinctly commented, 
"We misread the situation and made the wrong assumption. The stafF were completely 
against the idea and very uncooperative. Aktiviti Pengguna was a disaster."^^ 
Skim Piniaman MBf (MBf Loan Scheme) 
At the time that the two other change projects were being implemented, the Board 
also tried to raise external capital to fmance its credit operations. Towards the end of 
1989, negotiations with a finance company, MBf Sdn. Bhd. bore fruit, ln essence the 
scheme was incredibly simple. MBf was cash rich and seeking to expand its credit 
operations. The KJCPMB had a large pool of members seeking credit. The scheme 
involved KJCPMB acting as a middleman to channel MBfloans to its members. The 
cooperative would process the applications and forward them to MBf for final approval. 
The KJCPMB would also arrange with Angkasa to deduct loan repayments at source and 
for the money to be forwarded to MBf. For its services, the KJCPMB earned an advance 
collection fee on each loan approved and disbursed. The risk to MBf was minimal. The 
cooperative became a safe haven for MBf to park its funds. The KJCPMB, in turn, was 
able to continue and expand its credit activities while making near riskless profit. The 
scheme would also address the cooperative's need to retain current members and attract 
new ones. 
73 Personal interview. 
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Staff were generally skeptical that yet another "change" would succeed. At an 
interview, one employee recalled the loss of confidence in the leadership and the apathy 
that prevailed : "Why change anything? Why try? It isn't going to work. The Board 
doesn't know what it's doing." Another supervisor summed it up ; "The staffhad their 
own ideas of what the cooperative should do to solve its problems and inviting outsiders 
(i.e. MBf) in was not the solution."^^ According to the Chairman, "After the fiasco of 
Aktiviti Pengguna, the confidence of the Board was undermined. The MBf project looked 
very good. It couldn't fail. Could it? But we really had no other choice .�"� 
As with the other two projects, Skim Pinjaman MBf was launched with little 
fanfare. This time, however, the Board took no chances and placed its most seasoned 
board member in complete charge of the project with the mandate to make any changes 
he deemed necessary. Staff were nominated or "volunteered" for training and assigned 
new tasks. One supervisor claimed that he was "overlooked" in the restructuring and 
attributed this to the fact that others who were promoted had close ties with board 
members.76 Newjob procedures were introduced. New documentation increased 
efficiency. The organization was restructured yet again, this time to accommodate MBf 
staff who would be on-site to monitor the processing of the applications. New lines of 
authority were established with the greater liaison needs of the finance company. All these 
placed greater demands on coordination efforts and inter-departmental cooperation. 
74 Personal interview. When asked what ideas' the staff had at the material time, the response was 
vague and non-committal. Obviously, the ideas were as nebulous. 
75 Personal interview. 
76 Personal interview. The charge of nepotiSm was freely made by many of the staff. While this is 
difficult to confirm, the behavior and response of some interviewees indicate some degree offavoritism 
and in one instance, nepotism may be considered a distinct possibility. 
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Unfortunately, the staff did not have the ability to work together as a team. Divided 
loyalties, fear for one'sjob and lack of skills made them suspicious of each other. They 
were not motivated to learn. The cooperative was like a group oflittle fiefdoms struggling 
to remain independent. Staff morale was very low. 
For the scheme to succeed, the KJCPMB could not operate at its slow rate of six 
months for loan approval. Projek Komputer was in its final stages but still fraught with 
many operational problems. As in the other two change projects, hard core resistors 
worked very slowly and carelessly. This added to the already substantial backlog of 
unprocessed loan applications. Fortunately, the new computer systems made it easier to 
check on performance and after some reprimands and there was slight improvement. 
News of the cash infusion and easy credit soon reached members and the public. 
Skim Pinjaman M^/was an immediate success. New members were attracted to the 
cooperative which offered easy credit especially at a time when it was difficult to obtain 
loans from other credit cooperatives and financial institutions7^ Membership decline 
reversed and demand for loans by existing and new members increased. It soon became 
obvious that the KJCPMB staff could not cope. To prevent the project from going 
aground, MBf seconded their own staff to process the applications at the KJCPMB. This 
effectively saved the project but it demonstrated the incompetence of the KJCPMB staff 
very clearly -- they were performing well below par. For example, an MBf employee could 
77 The membership ofthe cooperative derive from the low income groups who generally have 
difficulty getting unsecured loans from banks and financial institutions as they are considered a poor 
credit risk, especially during an economic downturn. Credit cooperatives offer loans against the deposits 
of members and although there are exceptions, members can generally borrow up to the amount oftheir 
deposit. This provides some form of security for the loans issued. After the collapse o f23 deposit-taking 
cooperatives in 1987’ all credit cooperatives were required to be self-supporting. The MBf loan scheme 
enabled the KJCPMB to earn a service fee on the loans with minimal risk exposure. 
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process an application in 8.5 minutes. It took the best KJCPMB staff 40 minutes to 
perform the same procedure7^ Needless to say, the efficiency of the seconded MBf staff 
was not appreciated. With the help ofMBf staff, the KJCPMB disbursed more than triple 
the number ofloans to its membership which had risen sharply between 1990 and 19927^ 
The scheme was formally terminated in 1993.^ ® The KJCPMB commenced 
negotiations with another finance company, Arab Malaysian Finance Sdn. Bhd. but these 
were not successful. The KJCPMB had to rely on its own resources. Fortunately, Skim 
Pinjaman MB/had been so well received by the members that the cooperative was able 
not only to wipe out the MYR 7.2 million deficit, but also to report fund reserves of over 
MYR 2 million8i at the end of 1993. 
Marring the success of this change project was the brooding resentment among 
some stafFbeneath a superficial guise of amiability. There had been no retrenchment or 
lay-ofFbut the power structure within the cooperative was perceived then to have 
changed, ln the past it had been the frontline staff who were in control - they were the 
conduit to the members. With computerization and the success of the credit loan scheme, 
the frontliners felt that they were no longer important. They were more efficient but no 
longer had any power over members or others in the cooperative. Even small favors such 
as quicker approval for loans or queue jumping for other procedures were no longer theirs 
78 Personal interview. This is real data obtained from the EDP department at the material time and 
used by the Board to show KJCPMB staff that their performance was inadequate. 
79 Please see Appendix 7. 
8° Personal interview. The scheme terminated when the principal negotiators at the KJCPMB 
and MBf moved on at around the same time. The new liaison persons could not work together. Political 
in-fighting in both organizations also made it impossible for the scheme to continue despite its success. 
81 See KJCPMB Annual Report. 1993. 
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to trade. Particularly, the Marketing & Loans and EDP departments were perceived to be 
gaining at the expense of the others. There were also some racial stirrings as the EDP 
department was and still is predominantly staffed by Chinese. 
Summary 
The change projects undertaken by JKCPMB are classic examples of several 
organizational change models in action. The financial crisis precipitated change which 
catapulted the cooperative from a relatively comfortable existence into a present reality 
fraught with uncertainty and a future which was completely unknown and even less 
predictable. The crisis was the driving force for change which collided headlong with the 
equally strong resistance of staff who wanted to maintain the status quo. 
The domino effect was clearly seen and felt in each of the projects. An activity 
changed in one department had knock-on effects in other parts of the cooperative. All the 
projects involved changes in established structures, procedures and processes. As each 
project was implemented, staff were shuffled around and new duties assigned. The ripple 
effect produced conftjsion and chaos. At the psychological level, the uncertainty brought 
fear and considerable grief. It is clear from the general response to each project that 
individuals were struggling to cope with their losses as they proceeded through the 
different stages of the denial-anger-acceptance grief, ln 1997, there was still simmering 
anger and resentment about the way the projects were planned and implemented although 
there was also appreciation and acceptance that something had to be done. 
Throughout the change projects, leadership was sadly inadequate. The Board's 
unwitting attempts at gap analysis and creative innovation produced results but not the 
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expected ones in Aktiviti Pengguna. The MBf scheme, on the other hand, was truly 
innovative. The wisdom of the Board in handing control to one member at the onset made 
the difference. This provided definite leadership without the waffling which stymied the 
other two projects. It was no coincidence that the Board member happened to be one of 
the two exceptions on the Board with education and some business experience. A lack 
of self-interest^^ and the drive to push ahead made the scheme a success. In his own 
words, he "wasn't there to make anyone happy; just get thejob done."^^ In other words, 
task leadership at a time when it was needed. Staff were antagonistic but it was made very 
clear from the beginning of the project that insubordination would not be tolerated. 
Viewing the change projects as discrete events with specific objectives, Projek 
Komputer can be considered a success although it took much longer than anticipated; 
Aktiviti Pengguna was disastrous; and Skim Pinjaman MBf was the most successful. 
Each project in itself offers valuable lessons in the planning and implementation of change 
activities. However, it is when the projects are viewed together as a continuous change 
process that the real challenge arises. To control its own future, the KJCPMB must learn 
to be adept at managing change and to grow an organization capable of anticipating and 
adapting to change. Events happen in real time which trace their roots back to those 
turbulent days. But the seeds of future problems are always sown in the past. The change 
projects, individually and collectively, have highlighted fundamental problems in the 
KJCPMB which has to be resolved. This will be the focus of the rest of this report. 
82 Personal interview. He resigned voluntarily from the Board in 1992 and refused to stand for re-
election despite repeated requests from the Board. He still offers advice on a voluntary basis when sought. 
It was also during the implementation of this change project that the poison pen letters first surfaced. 
83 Personal interview. 
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CHAPTER V 
PROBLEMS OF CHANGE 
This chapter will examine the three fundamental problems highlighted by the 
change projects : the employees' inability to cope with change; the lack of proper 
leadership; and the poor communications between the staff and management. It will then 
present the current situation and comment briefly on the KJCPMB's plans for the future, 
especially in view of the effect of current regional financial crisis on the cooperative. 
Employees' Inability to Cope with Change 
Staffresistance and their disruptive attempts to de-rail the change projects have 
been documented in the previous chapter. They were the result of inter alia uncertainty 
and fear of the unknown, job insecurity, loss of status and power, and actual financial loss. 
What were the root causes of this fear ofloss and uncertainty avoidance that manifested 
itself in such great resistance and the desire to maintain the status quo? It is not the 
purpose to open the Pandora's box of psychological arguments here. Rather, to seek 
insights into staffbehavior which the KJCPMB can use as guides to help them and in 
doing so, help the cooperative itself. What were the causes of the staffs inability to cope 
with change? There were many reasons but the main ones can be grouped into the 
following: 
50 
• the background of the staff 
• the un-marketability of employees 
• the lack of information. 
The Background of the Staff 
The roots or background ofstaffforeshadowed and underscored their inability 
to cope with change. They were simple folk with a strong sense ofkinship. Most ofthem 
are Malays from the lower socio-economic group who brought with them a “kampunf 
or village mentality into the KJCPMB. This is not meant in the derogatory sense. Indeed, 
they brought with them many admirable values such as neighborliness and respect for 
elders. Equally, they brought with them the concepts oi''hdang budf and “balas 
dendam,, and many admitted that these concepts were part of their daily life, including 
their professional life.^^ Very simply, “hutcmg hudr means "debt ofhonor." When a 
person incurs such a debt, he is honor bound to repay it at a later date. This form of 
reciprocity is deeper than mere owing of favors. On the flip side is “balas dendam" which 
literally means "revenge." Again, it goes much deeper than merely getting even. There is 
honor involved which makes it difficult for vengeance to be trivial. Projected onto the 
professional life at the KJCPMB, these concepts developed into a kind of patronage 
system, ln a crisis, they degenerated into petty back scratching and tit-for-tat activities. 
When changes were introduced, this system went into overdrive as the stafftried to 
manage their world by dispensing favors, calling in debts or retaliating against others. 
73 Personal interview. 
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As a group, the employees were conservative and traditional. Their response to 
change reflected this. They clung on to past or current practices; believed that they knew 
best because they were older and had been there longer; and frequently pull age rather 
than rank. They had been doing the same things for over 15 years and saw no reason to 
change although admittedly, the world was changing around them! 
Many employees enjoyed high incomes relative to their skills and prevailing market 
wage levels. Many also had financial commitments (e.g. multiple mortgages, vehicle loan 
repayment, private college education) beyond their incomes. They had thus come to rely 
on the extra earnings from "regular" overtime p a / � and generous tokens from grateful 
members for favors rendered. The change projects threatened these extra sources of 
income. The financial loss would have meant changes in lifestyle and this was untenable. 
Generally, they were status conscious and spent on branded goods, jewelry and other 
accessories.86 Some spending habits involved the entire family and were difficult to give 
up e.g. the short vacations, the extra treats during festivals and dining out at restaurants. 
The KJCPMB has never sacked an employee in its history. This led the staff to 
expect ajob-for-life or at least for as long as they wanted it! This confidence ofjob 
security and continued employment bred a lackadaisical or “ticbk apa,,” attitude towards 
work. Some staff admitted to using personal connections within the system to get them 
out of trouble. Given this work ethic, the grapevine rumors of sackings and lay-offduring 
85 Personal interview. "Extra" income sometimes accounted for as much as 50% oftheir earnings. 
86 Men and women sported branded clothing and accessories including Gucci handbags, Reebok and 
Nike shoes, Van Heusen shirts and Christian Dior sunglasses. Many made similar purchases for family 
members. 
87 This translates as "doesn't matter" and a “tidak apd" attitude at work carries connotations of 
laziness and carelessness and a general disregard for authority. 
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Projek Komputer were frightening to say the least. The change projects threatened the 
employees on a personal level byjolting them out of inertia and demanding real 
performance after years ofcomplacency. Individually and as a group, the staff were totally 
unprepared for and unable to cope with the sudden change in their fortunes. 
The Un-Marketability ofEmployees 
Until 1984, work at the cooperative did not changed much - the same processes 
and procedures were followed with few adjustments. The work was undemanding and 
required little skill. When the KJCPMB decided to computerize part ofits operations in 
1984, stafFwere offered a chance to pursue a computer or any relevant course at the 
expense of the cooperative. Only one employee took up the offer. 
In the past, training had meant learning how to operate new equipment e.g. fax 
machines, binders, photocopiers and the like for those whosejob required it. Staff 
received no training to upgrade management or communication skills. Neither did they ask 
for any. In 1988, 46 percent ofthe employees at the KJCPMB had between 18 - 25 years 
ofservice with the shortest service being almost 8 years.^^ Many were in their 30s and 40s, 
difficult ages at which to seek new jobs. The result was that at the time of the change 
projects, few staffhad progressed ahead or acquired any new skill which would improve 
their marketability. They were beyond the optimum age for new employment and career 
change. Many considered themselves "un-trainable." They had no formal qualifications 
and their knowledge was sadly out-of-date. They were not competitive. 
88 Please see Appendix 13 for the length of.staff service in 1988. The majority of the staff employed in 
1988 are still working in the cooperative, which makes the most of them in their 40s and 50s, even more 
difficult ages at which to seekjobs! 
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The staffs fear ofunemployment stems from their awareness of their shortcomings 
and unattractiveness to potential employers.^^ It was their inability to get comparable 
employment and compensation outside the cooperative that made them determined to 
"dig-in" even more and rely on their "godfathers" in the system to protect them and to 
look after their interests^ Lacking the professional skills and capabilities to help them to 
adapt to changing circumstances, they tried to cope by resisting change with subtle, 
defiant and defensive behavior. Even those who supported change relied on this system 
for they suffered the same professional un-marketability. 
The Lack of Information 
Many staff felt that the outcomes of the change projects might have been different 
ifthey had really understood why it was necessary to change in the first place.^^ Official 
memoranda announced the changes but did not give the reasons for them. Staffmeetings 
to clarify matters ended up confusing the staff as many were unable to understand the 
complexities ofthe situation. In other instances, there was simply not enough information 
and queries were badly handled because the Board was not sure of the facts! Employees 
distrusted official versions of the situation and sought to verify information through their 
contacts in the system. This generated a surfeit of"reliable" information, no sooner 
released than was contradicted by someone else. Lacking a clear picture ofwhat was 
89 Personal interview. Some interviewees were quite candid about their lack of skills and 
qualifications. Many also expressed that it was too late in the day for them lo learn 'new tricks'. 
90 Personal interview. The dependence on the patronage system was so evident at one point that a 
memorandum was issued regarding unnecessary contact between staff and board members. The KJCPMB 
Staif Memorandum dated 7 September 1988 attached as Appendix 14 refers. 
73 Personal interview. 
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really going on, staff opted uneasily for the incomplete and often inaccurate versions 
gleaned from the grapevine. 
Throughout the projects, staff roles were never clearly defined. In the numerous 
reorganizations and staff re-shuffles, they were not really consulted nor given a choice, 
merely directed or instructed and expected to comply. Unable to see the big picture, they 
felt helpless without any control over their lives. Their inability to cope with their unstable 
situation and the lack of clear and concise information made the necessity ofthe change 
projects suspect. In an uncertain and insecure environment, the employees were easy prey 
to rumor and speculation which fed resistance to "unnecessary" change. By the time the 
staff had a clearer idea of why the change was needed (around the MBf scheme), the 
damage had been done and they lost confidence in the abilities of the Board. 
The Lack ofProper Leadership 
Before the crisis, leadership was a non-issue at the KJCPMB. With every elected 
Board, the staff attitude was the same. They presumed to know more about than the 
leaders about the operations of the cooperative and the leaders were happy to let the staff 
do as they please, so long as no one c o m p l a i n e d ? ? This is the typical country club style of 
leadership where leaders sought to make everyone happy no matter what happened to the 
task. With the change projects, the old style ofleadership failed. The leaders could not let 
things continue as if nothing had changed - there was a MYR 7.2 million deficit to cover 
and membership decline to address. But they were unable to inspire the staff and lead them 
100 Personal interview. 
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confidently through the trauma of an unexpected change. The lack of proper leadership 
will be discussed here. The causes of this problem can be traced to: 
0 the system of election ofboard members 
0 the absence of a strong middle management 
0 the caliber ofleaders. 
The Election ofBoard Members 
Nominations and elections are governed by the Cooperatives Act 1993 and 
KJCPMB By-laws and conducted every year. To recapitulate very briefly, the KJCPMB is 
divided into constituencies and members vote to elect a delegate. The delegates then elect 
from among their group members the Board of the KJCPMB. There are twelve board 
members at any time and four are retired annually. The Act requires the compulsory 
retirement of a third of the board to safeguard the honesty and integrity of the board. 
However, it does not bar retiring members from immediately standing for re-election and 
to their place on the board if they are duly re-elected. This means that the virtually the 
same board can be in power in perpetuity. Thus, given the quality of membership, it is very 
likely that those with little education and business experience have a good chance ofbeing 
elected to the board of a multi-million dollar cooperative and remaining in control, 
technically, in perpetuity. This system of electing the board members locks the KJCPMB 
to corporate governance in virtual perpetuity by a group who is not likely to have the 
skills and capabilities to do thejob. Moreover, the board members are unlikely to have the 
sizeable vested interest (in shareholdings) in the cooperative to ensure their best efforts on 
improving performance and long term profitability. 
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Candidates often group together like an informal party to stand for office. The 
result is factional politics within the elected board and split loyalties among the staff. 
At the time ofthe change projects, there were three identifiable factions within the Board. 
Opposition to changes proposed by any group was inevitable. Candidates for office are 
also at the mercy of"king-makers". These are staff who have constant and direct access to 
and influence over KJCPMB members and delegates and thus the votes. Employing the 
"king-maker" network to get elected, it follows that elected members are in a precarious 
position and often will not antagonize these personnel. Their re-election hopes are often 
pinned on the delegate votes that these people can deliver. Given that they only have a 
maximum ofthree years (retiring on the fourth year) before re-election and that they have 
ftill time employment outside, Board members are often preoccupied with re-election 
activities to stay in office. 
Unschooled in business management and with no real experience to speak of, 
the board defers to the staffat the cooperative who "know better" how things are done. 
To consolidate their power, Board members practice a system of patronage by granting 
favors in return for staff support. Favors range fromjob offers or promotions to positive 
performance reviews and approval of overtime claims. Information is sometimes peddled. 
These activities strengthen factions within the KJCPMB and put staff under obligations to 
the different board members. They also cast a net of nepotism over the cooperative which 
the lower ranks perpetuate in the system by building their own networks offavors and 
obligations. Underlying this are the forces oi""hutan^ budi,, and “balas dendam.” 
The interlocking matrix of social and electoral processes would not have emerged 
as a threat to the KJCPMB if the situation had remained stable. Unfortunately, the crisis 
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occurred and during a recession, too. The combination of the gaping financial deficit and 
the exacerbating economic conditions made it impossible for the KJCPMB to remain 
unchanged. It was then that the weakness of the electoral system and the parasitic strength 
ofthe matrix was felt as the KJCPMB leadership was tested and found wanting. 
Absence of a Strong Middle Management 
One ofthe problems affecting the management of change projects in the KJCPMB 
was the absence of a strong middle management. The Executive Committee which 
oversaw the management ofthe KJCPMB is appointed by the Board and unfortunately 
comprised halfthe Board itself - same persons, different hats. There was no separation of 
the policy-making body (the Board) and the management of actual day-to-day business 
operations (the Executive Committee). This was clearly not an ideal arrangement. Board 
members were employed elsewhere could not dedicate time and effort to daily operations 
at the KJCPMB. At its best, the Board was "part-time" and as the executive arm of 
management, it was absent most of the time. Board members were only available for 
meetings in the evenings. During office hours, there was no senior manager i.e. a board 
member present to guide the staff. There was no buffer between the top policy-making 
body and the lower ranks and nobody to coordinate activities between the different 
departments. This often created uncertainty and prevented change activities from being 
implemented efficiently and effectively. Workflow interruptions and bottlenecks frequently 
occurred and backlogs were common. Furthermore, with Board members wearing two 
hats, discord at the board level carried over to the executive level and filtered down 
through the ranks adding to the tension and discontentment. Absence of a strong middle 
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management thus led to staffliberties and poor management practices in the KJCPMB. 
This compromised the efficacy ofthe Board at both policy-making and executive levels. 
Since the EGM in 1987, the position of general manager has not been filled. The 
promotion o f a supervisor to the position of office manager (newly created and lower than 
GM) did not fill the need for a strong hand in middle management. The appointment drew 
fire and opposition from some board members who had another candidate in mind. The 
manager thus did not have the full support of the Board and this eventually undermined his 
authority with his subordinates. Staff with patrons on the Board openly defied the 
manager's instructions and challenge his power. The manager eventually resigned and the 
position was left vacant. Instead, a board member turned up daily on a rotation basis to 
administer to the affairs ofthe cooperative. This was hardly the ideal solution to managing 
change in a crisis. 
The organization chart of the KJCPMB showed clear divisions and lines of 
authority. In reality, the power structure was very different. Power depended on who you 
knew rather than what you can do. Basically, there was the Board at one extreme and the 
supervisors and general staff at the other. All power was vested in the Board; others 
merely traded relationships and connections. As the groups did not trust each other, they 
were quite isolated as individuals and as groups. 
The Calibre of Leaders 
At the material time, the KJCPMB comprised twelve members with occupations 
varying from a storekeeper to a gardener and a despatch rider. Others held jobs at similar 
levels. One had impressive academic credentials while another was a manager. Only these 
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two members were remotely armed with some practical management skills. The rest had 
little education, barely finishing high school and no professional qualifications or business 
experience. Many were not aware of the duties and responsibilities which came with their 
office. They had little idea ofhow to manage and were unfamiliar with standard business 
practices and procedures. All this made them fearful of and deferential to the seemingly 
more knowledgeable employees. They would have been quite content not to be directly 
involved in the day-to-day operations of the cooperative. However, as halfthe Board was 
in the Executive Committee, some interface or "interference" as it was dubbed by 
disgruntled staff, was inevitable. The non-executive members were drawn in through the 
patronage system whenever such "interference" upset their supporters. Factional 
divisiveness cut across all departments and ranks and trouble often broke out in office 
spats and mischief. The leaders could not control and dared not try where they had neither 
practical experience nor skill. 
A directorship at KJCPMB was a coveted position. After all, the KJCPMB was 
one ofthe largest cooperatives in the country and a directorship carried with it prestige, 
status and power. Achieving such a position, especially for those from the lower social 
levels, meant that they had "arrived." Their general background was not very different 
from that ofthe ordinary member. They were ordinary members, elevated by choice and 
circumstance to positions of power. As a group, the Board was traditional and 
conservative, fond of authority and status conscious. The perks of the position were also 
very attractive with generous per diems, allowances and benefits. With the exception of 
one, all the Board members naturally hoped to continue in ofFice.^ ^ Many had kin among 
100 Personal interview. 
60 
the staff and admitted exercising their powers to take care of them and their supporters. 
As such, rewards and promotions depended on the power your patron wielded rather than 
individual merit. 
The KJCPMB Board members rarely have a large personal stake in the 
cooperative. Sizeable vested interest is irrelevant for nomination and election. Members 
joined primarily to obtain access to credit, not to enrich themselves through dividends or 
improved share value. As such, the long term profitability and success of the KJCPMB is 
not necessarily a priority, unlike the situation in corporations where board members are 
usually majority shareholders with a definite interest in sterling performance. At the time 
of the crisis, none of the Board members held an extraordinary number of shares in the 
KJCPMB.94 
The crisis caught the Board completely off-guard. At the worst of times, the deficit 
would have been difficult but could have been covered. With the recession, drastic 
changes were necessary.^^ ln good times, the poor calibre of the leadership might just pass 
muster; in a crisis, its shortcomings were glaring. Earlier discussions have shown how the 
change projects were conceived and hastily implemented without proper analysis, least of 
all, of the impact that such changes would have on the staff. The main concern at that time 
was as political (need to be seen to be doing something) as it was financial. Staff abilities, 
skills and needs were brushed aside as the projects bulldozed through. Poor planning led 
to continuous ad-hoc decisions and damage control efforts followed each project as it ran 
its course. Coordination and communication skills necessary to implement the change 
94 KJCPMB Membership Records. 1987-1994. 
95 Personal interview. 
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projects effectively was missing, lt was like trying to plug a leak after shooting the barrel 
full ofholes! The happy country club style ofleadership degenerated under an attempt at 
tough authoritative leadership which focused on the task to be accomplished. Viewing 
resistance as obstruction and lack of cooperation, the Board failed to recognize it as an 
expression oftheir employees' fear ofloss and their inability to cope. More critical was 
the Board's blindness to their own shortcomings. 
Poor Communications 
The failure ofcommunications between the staff and the management ofKJCPMB is 
very evident from earlier discussions. A lot of communication noise was generated but 
little ofreal value was achieved. The problem can be examined by reviewing the following 
causes: 
0 inadequacy of communication channels 
• failure to tap the powerful grapevine 
• absence of trusted communicators. 
Inadequacy of Communication Channels 
There were few channels of communication in the KJCPMB. Official memoranda 
and announcements, stafF meetings and a notice board made the full measure for formal 
channels while the office grapevine and numerous webs of personal relationships 
constituted the informal channels for communicating information. The inadequate number 
of communication channels reduced the chances of meaningful interaction between the 
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different parties in the cooperative. However, numbers mattered less compared to the way 
the channels were utilized. 
During the change projects, official memoranda initially came in a constant stream 
to pass messages between an absent Executive Committee and the staff. Later, disruptive 
action by stafFwho constantly "forgot or did not receive"^^ instructions caused such 
concern that staff were required to sign on the memoranda to indicate that they had read 
the contents.97 Initially, staff meetings were held monthly but petered out due to poor 
response. Attendance was compulsory and as the meetings were scheduled after office 
hours, staff who attended could claim overtime pay. The atmosphere was often charged 
with tension and staff rarely spoke up or offered any feedback. The meetings finally 
became the vehicle for the Board to announce projects or other change activities and for 
the staff to collect some overtime pay. The notice board was placed in a corridor with high 
traffic but contained little except out-dated memoranda. 
Informally, the stafFhad a powerful communications network in the office 
grapevine. Little transpired in one part of the cooperative which was not immediately 
public knowledge soon after. Very often decisions regarding the change projects were no 
sooner made than the facts^ were circulating, sometimes well embellished with staff 
opinions and views on the matter. This informal channel exerted great influence as staff 
chose to believe the information that it carried rather than that formally released by the 
96 Personal interview. Staff used this as an excuse to avoid having to follow new procedures. 
97 Please see Appendix 12 for a sample of such a memo. The internal files of KJCPMB contains 
countless examples of this type of memorandum with "seen" signatures. 
98 Personal interview. With hindsight, the grapevine was incredibly accurate at times. However, the 
problem was that at the material times, it was difficult to sift the facts from the speculations. 
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Board. The grapevine also had a negative symbiotic relationship with the supporting 
informal personal communication networks resulting from the patronage system. These 
channels often dispensed biased information as the disseminator often had vested interests 
in reinforcing his position and keeping the loyalty ofhis supporters in the cooperative. 
Information was traded for loyalty. Few channels and poor utility could only lead to noise 
output in communication. 
Failure to Use the Powerful Grapevine 
The Board agreed that one of the main problems with the change projects was the 
negative perception of the staff. Management blamed the mischievous gossip carried on 
the grapevine and tried its best to stamp it out. Staff were told not to listen or spread 
rumors. Of course, this only encouraged more people to tune in! At one point, anonymous 
letters or “surat layang, were floated in the cooperative carrying damaging and distorted 
information about members of the Board and other staff.^^ 
Instead of the damage and confusion it caused, the Board could have gained a 
powerful tool to communicate with KJCPMB staff if it had successftilly harnessed the 
energy of the grapevine. The Board could have used it to carry pertinent information 
about the change projects to the staff, checking constantly to ensure that the right message 
is being sent, received and interpreted. It could have used it to monitor staff response to 
the change activities and used the feedback to encourage participation and cooperation. 
Instead, the Board chose the high road and turned the grapevine into poison ivy. 
99 Personal interview. An investigation was carried out but the perpetrator(s) was never caught. 
The threat of police involvement may have caused the writer(s) to stop. 
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The Absence ofTrusted Communicators 
ln an uncertain environment, employees need a trusted anchor, someone they can 
turn to for clarification and enlightenment and someone to whom they can voice their fears 
and rely on to carry their response up the hierarchy to the top. The anchor or middleman 
is usually the immediate superior who in turn gets his input from those above him. With 
the Board assuming the executive role at the cooperative, there was the absence of an 
independent voice which was objective and knowledgeable. The General Manager (when 
the position was filled) was considered part of management and thus not trusted. The fact 
that he belonged to a different ethnic group did not help. The supervisors were Malays 
but they were also not trusted. Employees were wary of the way some supervisors would 
by-pass the General Manager to the Board because of personal or kinship ties. Although in 
reality the supervisors had very little authority, lower level staff were intimidated and did 
not trust the supervisors. Their connection made them suspicious and they were felt to be 
part of the opposition i.e. management.'^® 
After the unproductive staff meetings, communication flow in the KJCPMB was 
mainly one way. Information about the change projects was disseminated and instructions 
were issued on a need-to-know basis to the supervisors who acted on them or passed the 
message down the line. Each party was warily suspicious of any information offered or 
concession obtained. Overall, the change projects suffered from the lack of effective 
communication, miscommunication and misunderstandings that flourished without any 
trusted, open and honest intermediary which the different factions could consult and 
100 Personal interview. 
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confide. Such was the degree of distrust and uncertainty that, despite assurances to the 
contrary and the fact that not one employee had been fired or retrenched, nothing that 
the Board did could win the hearts and minds of the staff to support and participate in the 
change. To the present time, staff are not receptive to new ideas and are very, very wary 
of new notions. The reigning sentiment then as now is that however bad the situation, 
a known devil (current reality) to an unknown one (change and future). 
The Current Situation 
Given the constraints of the system which elected them and their own limited 
abilities, the Board tried to manage the crisis as best as they could, bulldozing change 
ideas, policies and procedures through. By necessity, they became task-oriented with the 
single objective of a turnaround and survival. The practice of corporate communications 
stopped at staff meetings and the issuance of official memoranda to disseminate 
information. The mood during the change projects was one of uncertainty and distrust. 
Staff morale was low; many lost confidence in the Board. With the successful turnaround, 
there should have been cause for celebration but it was not so because the turnaround was 
not seen as the result ofjoint effort towards a common goal. 
The current situation is no cause for celebration either. The KJCPMB employees 
are no more enthusiastic about change now than they were in 1987. When realization 
dawned that the crisis was over, the expectation was that the dust would settle and it 
would be business as usual. Recent events support this, ln the aftermath by the change 
projects, staff took actions to repair the damage to relationships and to cement new 
alliances. The atmosphere is strained and divisive. A few Board members are focused on 
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re-election activities, courting the "king-makers" afresh. There is some forced cooperation 
between departments but the underlying power conflict still exerts considerable influence. 
The back-sliding had begun with poor work habits insidiously creeping in. With the 
projects "gone" (Aktiviti Pengguna and the MBf scheme appear to be bad dreams), only 
the effects ofcomputerization remains. The KJCPMB appears ready to settle into a new 
level of pre-crisis complacency and organizational inertia. However, the Board is keen to 
prevent this. If the change projects have taught a lesson, it is that the KJCPMB is totally 
unprepared for change. Next time, the recovery may not be so simple. 
The KJCPMB has expansion and diversification in the coming years which will 
involve major changes within the cooperative and its subsidiaries. The current Board is 
concerned that the plans may be hobbled with the same response as the change projects if 
nothing is done. Already, such plans have beenjeopardized by the regional economic crisis 
and may have to be delayed/®^ The Malaysian ringgit has devalued by an average of35 
percentio2 and plunged the country into a recession. For KJCPMB, there is more than a 
sense of deja vu in the familiar cycle of tight credit, membership decline and decreasing 
operating funds. Early 1998 membership figures show signs of distress in membership 
shrinkage. This is further motivation for the KJCPMB to seriously invest in learning how 
to manage change. The change projects have highlighted problems which the Board needs 
to address. For long term stability, the KJCPMB needs to begin the process of growing a 
cooperative capable of managing change - as individual events and as a continuous 
process. The next chapter will offer suggestions on how these need can addressed. 
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This chapter will propose a strategy for future change management in the 
KJCPMB. The long term objective is to foster a climate in the cooperative which will 
promote, support and sustain change. Strategically, the recommendations will revolve 
around three interdependent plans to address the fundamental problems highlighted by the 
change projects. It will focus on the main areas ofleadership, communications and people. 
Tactically, some suggestions for activities may overlap and may require simultaneous input 
in different areas. Preparing the cooperative to be more receptive and adaptive to change 
is a process which itself requires initiating change in many areas. The best approach is to 
do so with openness, honesty and a positive attitude. Practicability has been kept in mind 
in designing these plans; it would be pointless to offer textbook solutions which cannot be 
implemented or are culturally unacceptable. 
The Leadership Plan 
This plan presumes that the current Board will remain and that the interest expressed 
« 
in 1997 viz to attempt to make the KJCPMB more adaptable to change is bona fides. 
However, it must be borne in mind that the social and legal determinants of the leadership 
base are unaltered and unlikely to change in the near future. Given these circumstances, 
the strongest recommendation is for the KJCPMB to recruit a competent general manager 
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and to lend him the support necessary for him to build a strong middle management. This 
management can then work to implement some of the suggestions outlined in these plans. 
The work ahead requires a higher degree of skill and understanding than is 
currently available. However, it is possible that the KBCPMB Board may be cautious and 
unwilling to hire new blood, not least because of the precarious nature oftheir position. It 
may wish to implement the suggestions itself and may be met by some measure of success. 
Ifthis is so, then the Board should bear in mind its own limitations and constraints. Above 
all, there must be a keen sense of genuine servant-leadership. It is also possible that its 
efforts may be interpreted as incompetent tinkering and interference by the staffand thus 
engender resistance to change. In any case, the first two parts of the leadership plan may 
prove useful in helping the Board make a preliminary assessment its potential. The 
following discussion will offer some practical guidelines to managing organizational 
change in the KJCPMB, with examples of actual activities which can be undertaken 
immediately. Accordingly, the discussion will explore the following: 
0 self diagnosis or leadership assessment 
0 crafting a vision for KJCPMB 
• re-thinking resistance 
• separation of policy-making and executive functions. 
SelfDiagnosis or Leadership Assessment 
The KJCPMB leaders need to ask themselves whether they are ready for change 
and whether they presently have the capabilities and skills necessary to lead the change. 
This is a critical part of the overall proposal for better change management in the 
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KJCPMB. Self- diagnosis involves much introspection and the courage to make an open 
and honest assessment of oneself. Suggestions in this area count for nothing ifparticipants 
recognize only their strengths and refuse to acknowledge their weaknesses. Above all, 
KJCPMB leaders need to understand the effects of their motivations on the future success 
of the cooperative. 
The key to leadership self-diagnosis is sensitivity — in selection, administration 
and assessment. For an assessment of the KJCPMB leadership, there are two options: 
to retain the services of reputable management consultancy for the task or to conduct its 
own assessment. The first option is preferred as it ensures a greater degree of objectivity. 
However, the assessment is only as good as its brief and this will depend on the Board 
itself. It thus appears to be a Catch-22 situation. Should the KJCPMB choose the second 
option, there are countless diagnostic tools available in books and manuals. Several 
assessment questions on business assumptions taken from Clarke'^^ give an idea of what 
some tests may involve. A simple Yes / No test from Daft is a useful introduction to 
transactional and charismatic leadership?�* Leaders can use it to initiate discussion and 
assess themselves. To fmd out if they are personal or task oriented. Board members can 
try the T-P Leadership Questionnaire.^"^ In reviewing the assessment ratings, it is 
important to remember that there is no "passing grade " Tests merely give an indication; 
they are not fail safe, neither are they mean to cover all contexts. Their usefulness lies in 
their objectivity but the interpretation of the results has to be in context for them to be 
useful. Needless to say, the tests and results should remain confidential but the Board can 
103 Please see Appendix 15. 、以 Please see Appendix 16. 
105 Please see Appendix 17. 
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choose to use them to identify areas for action. Leadership assessment tests can also be 
applied to staff targeted for managerial or leadership positions. Old and new staff can 
benefit even if the test only gives an indication of where they currently stand. 
The assessment of the calibre of the KJCPMB leadership in earlier chapters is 
believed to be fair and unbiased. This leaves plenty of room for improvement. Successful 
planning and implementation of even some of the suggestions in this chapter will be proof 
of improvement. However, the art ofbusiness management cannot be learnt overnight. 
Neither can it be culled solely from books, journals or reports. The electoral process 
responsible for elevating the Board to power also cannot be change without changes in 
legislation. But, a start has to be made. The Board can begin by trying to craft a vision and 
direction for the future. 
Crafting a Vision 
Vision is inherent in good leadership and leadership is basically about two things: 
knowing where you're going and persuading other people to go there, lt involves the 
ability to influence the thinking, attitudes and behavior of people.^ ®^ Microsoft's vision 
is to have a personal computer on every desk and in every home, all running Microsoft's 
products. This is inspirational because employees can visualize this and believe they can 
make a difference to the world. They have a sense of purpose and this draws out the best 
in them. The KJCPMB vision must give staff the same sense of purpose and reason for 
being. Practically, the KJCPMB Board and management should involve the staff in 
106 Nancy Adler, International Dimensions 6f Organizational Behavior (Boston: Kent Publishing Co., 
1986), chap. 6，passim; Daft, Management, 476-506, passim. 
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developing the vision^"^ and deciding what the dream should be. It can begin with brain 
storming sessions of where the cooperative is and where the people want it to be. "What 
if’ sessions encourage debate and allow staff and leaders to visualize new possibilities and 
to initiate change. Asking everyone to think of what they want to be doing in three or five 
years is a good way of gaining insight to what is important to staff and incorporating it 
into the KJCPMB's vision. Crafting a vision can take a dedicated group anywhere from 3 
- 1 2 months. At the end, the vision must clarify the direction in which the cooperative is 
to proceed. The vision must be "clear, concise, easily understandable; memorable; exciting 
and inspiring; challenging; excellence-centered; stable, but flexible; implementable and 
tangible.，，i()8 "The vision thing" is best illustrated by the picture below. 
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Figure 3 : The Vision Thing 
Source: The Economist. 9 November 1991. 
107 Burt Nanus, Leading the Wav to Organization Renewal (Portland: Productivity Press, Inc., 1996)， 
7-21，passim, offers an uncomplicated view of vision and the role in organization renewal. 
")8 Jick, Managing Change. 143. 
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Creating a vision is a long-term activity but it also begins the learning process 
ofchange management now by involving staff in the future. The KJCPMB also needs 
a short-term mission with a measurable finish line which will keep the vision in sight, 
reminding everyone and keeping them informed of their progress. Core values to support 
the shared vision have to be lived, not described to staff. Describing a value makes it 
suspect. Leaders must "walk the talk." For example, if cooperation is important, then the 
leaders must be seen to practice it. If people are valued as individuals, then they must be 
treated as unique human beings making important contributions and not as amorphous 
employee categories.^^^ Nothing undermines change more than behavior by important 
individuals that is inconsistent with their words. The new values and beliefs must be 
practiced, reinforced and rewarded. 
Very often change efforts fizzle out because employees observe mere lip service, 
lt is very easy to be seduced by grand visions and missions, to talk about them and stop 
there. Implementation is the toughest part. The KJCPMB should look at setting goals to 
signpost the path to the future. These goals must be realistic and specific. The objective 
must be clear to all who participate in the change. The performance level that is expected 
must be made known to the persons who have to take action. The accomplishment must 
be observable and measurable so that it may be rewarded, ln this way, both leaders and 
staff will be publicly committed, time bound and contracted to make it true. This in turn 
will move the cooperative closer to its vision. 
109 This is highlighted in the discussion ori Johnson & Johnson,s Credo in Lawrence Schein's 
A Manager's Guide to Corporate Culture (New York: The Conference Board Inc., 1989), 9-13. 
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ln the process of achieving the vision, leaders must guide. To guide well means 
requires the ability grasp the interdependent relationships of situations and to view each 
from a different perspective. Leaders must be able to see the long-term implications of 
actions. Consider the following Japanese saying : "When the wind blows, it is good for 
the makers ofwooden tubs." As the logic goes, in inclement weather, people become 
sad and depressed. To alleviate this condition, they play a stringed instrument call the 
shamisen. Cats are killed to provide the catgut for the strings of the shamisen. This 
decreases the cat population. It naturally follows that the mice population increases. The 
larger number of mice need more food. With fewer cats to catch them, the mice become 
bolder. Emboldened, the mice begin to gnaw at the wooden tubs that store the rice. 
Holes develop in the tubs and the tubs have to be replaced. This increases the demand 
for wooden tubs which is good for the makers of wooden tubs!ne 
Of all the duties of top leadership, the most critical is perhaps the need to foster 
a consensus around the new vision, ln the KJCPMB Board today, there are different 
political factions, lt is thus worth remembering that commitment to the new vision may 
be uneven. Some will be more enthusiastic than others but this is to be expected. 
However, it must be made clear to the staff that the KJCPMB will support and reward 
stafF involvement and teamwork in pursuing its vision. The commitment must translate 
into the KJCPMB's systems and structures as it learns how to learn to adapt to change. 
Crafting a vision, setting a mission and establishing core values take time and 
dedication. The leaders ofKJCPMB must take the initiative. "Without a sensible vision, 
"° Rosalie Tung, "Strategic Management Thought in East Asia," Organizational Dynamics (New 
York: AMA, Spring 1994): 63. 
74 
effort can easily dissolve into a list of confusing and incompatible projects that can take 
the organization in the wrong direction or nowhere at a l l ” "� 
Re-Thinking Resistance 
Throughout the change projects, the leadership mindset on resistance is negative. 
But employees do not oppose change simply out of perversity. They resist because of 
self-interest, lack of understanding and trust, uncertainty and a different assessment ofthe 
situation and the goals to be pursued. The psychological processes are complex but 
leaders should recognize its basis in resistance and accept that resistance is normal and not 
necessarily negative. Leaders need to re-think resistance and learn how to manage and use 
it. Begin by thinking of resistance as a barometer which measures the pressures of change 
affecting everyone in the cooperative. 
Change always produces winners and losers. It is the losers who need leadership 
attention and guidance. Being able to identify the losers means being able to anticipate the 
impact they will have on the cooperative. Identifying potential losers in the KJCPMB is 
relatively simple. The ones who have invested most in the status quo are the ones who will 
lose most and who will most avidly resist change. They are usually the most successful and 
the ones who have served longest. Unfortunately in the KJCPMB, this accounts for a very 
large group. The first step is to segment the group into smaller units not necessarily by 
department. Staff sharing similar functions or duties may prove more useful in grouping. 
The groups can then be approach either individually or in small groups. Meetings should 
be brief and frequent. Face-to-face in a non-confrontational sessions are "much more 
� " J o h n Kotter, "Why Transformation Efforts Fail," Harvard Business Review (Mar - Apr 1995): 63. 
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effective in communicating complex information, sensing subtle signals and transferring 
embedded knowledge."^^^ The basic technique is to help them understand why the change 
is necessary, his role in the change and what he needs to do to participate in the change. 
This crucial step was missing in implementing the change projects. Achieving this requires 
KJCPMB leaders to build an environment of trust in the cooperative. "Trust is perhaps 
the most vital component of a management context for renewal because it is essential for 
risk-taking. . . . Trust is most easily recognized in transparent, open management 
processes that give employees equity and i n d i v i d u a l i s m ” " ^ People generally need to feel 
in control of their own destiny. Control is what gives the employees choice. By explaining, 
counseling and providing opportunities for participation, leaders can address this need and 
make change a positive event. Many of the activities in the three plans discussed in this 
chapter will contribute towards building a climate of trust in the cooperative. But beware 
that it is easier said than done. 
Separation of Policy-Making and Executive Functions 
The KJCPMB needs a strong middle management to tackle the day-to-day 
business operations. This will require the Board to relinquish the executive function. The 
Board will retain the policy-making function and check to ensure that policies made are 
implemented accordingly. All authority continues to be vested in the Board but it should 
not take part or interfere in any way in daily operations. The executive function should be 
H2 Christopher Bartlett and Sumantra Ghoshal, "Changing the Role o fTop Management: Beyond 
Systems to People," Harvard Business Review ^VIay-June 1995): 140. 
"^ Christopher A. Bartlett and Sumantra Ghoshal, "Rebuilding Behavioral Context: Turn Process 
Reengineering into People Rejuvenation." Sloan Management Review (Fall 1995), 17-18. 
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delegated to middle management led by a general manager. This position, currently 
vacant, should be filled by a seasoned professional, preferably one who is skilled in 
managing troubled organizations. The appointment must be based on merit alone. 
A sensitive and competent individual in this position can, with the full support ofthe 
Board, effectively speed up the learning process. It is strongly recommended that the 
KJCPMB Board consider retaining the services of an executive search firm to select and 
hire the right individual for this position. It is unlikely that internal promotion will be a 
viable option, not least because of the possibility of the patronage system kicking in. 
Supervisors are an essential part of middle management and their role should be 
re-evaluated. In the KJCPMB, the supervisors' links to Board members have undermined 
their credibility as managers. Board members need to distance themselves and refrain from 
nepotistic behavior. The separation of functions will help. Board members need to 
demonstrate fairness and objectivity when dealing with those with whom they have close 
ties. Presently, supervisors have no real authority. When staff want information, the 
natural source will be their supervisor, ln future, one-on-one briefings to clue the 
supervisors in on change before it happens will increase the chances of a buy-in. It will 
enhance the supervisors' power and increase their status and influence within the 
cooperative. Supervisors can be powerful allies when they present change favorably to 
staff. This approach can be used immediately in new activities to be introduced. The 
objectives and expected outcomes as well as the role of the supervisor should be 
highlighted, ln successful change management, supervisors are the buffer between 
extremes: management pushing for change and staff resisting change. An experienced 
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general manager and a band of trusted supervisors will form a strong middle management 
which can help to encourage, implement and sustain change in the KJCPMB. 
The Communications Plan 
Lack of communication is often cited for the failure of change programs. 
Unfortunately, more often than not, there is some truth. Communication here refers to 
the formal and informal, verbal and non-verbal means of conveying a message to groups 
as well as individuals. The best laid plans are doomed to failure if they cannot be 
communicated. To help the KJCPMB direct communications efforts towards successful 
change management, the plan proposes several areas for action. Many of the activities can 
be implemented simultaneously and communication efforts should be reinforced as often 
as possible. Although care should be exercised that not too many activities be introduced 
at once, a "cleansing of the Augean stables" approach may also work. For immediate 
attention, the plan proposes that the KJCPMB management: 
• check channels and audit communications package 
0 communicate effectively 
• 'adopt' the grapevine. 
Check Channels and Audit Communications Package 
To cope with continuous change, the cooperative will need to ftilly utilize existing 
channels of communication and to open new ones. Official memoranda, staff notices, staff 
meetings, the grapevine, annual social events and annual report make up the bulk of the 
communications package of the cooperative. Some of these have been compromised and 
78 
need remedial action. For instance, the habit of announcing events by the Board or 
"announcemitis" should be curbed a little as it does little to guarantee that the message is 
successfully transmitted and received.''^ A personal chat or a phone call may achieve 
better results and there is immediate response to know how the decision had affected the 
individual or group. The KJCPMB must continuously monitor communication channels to 
make sure that there are no blockages and breakdowns. For example, if the message is 
relevant to all the staff then a briefing with the supervisors to pass the message down to 
the staff may work better than to copy the memorandum to everyone. This assumes that 
the supervisors are reliable and supportive of the change activity. Otherwise, it may be 
better to explain the situation personally to small groups and get their immediate response. 
Distortion of the message will be less likely to occur. 
While improving on the existing channels of communication, new ones can be 
explored. To gain support for change, a trusted cooperative newsletter will be invaluable. 
A publication filled with announcements ofbirthdays, employee profiles and the occasional 
goodwill message from management may "feel good" and be newsy but it will achieve 
little in terms of credibility. The KJCPMB newsletter should be more business oriented. 
Staff need to know what is happening and they should be able to depend on the newsletter 
not the grapevine for reliable information about the cooperative — its vision, its goals, 
changes in direction and so on. Reporting should be objective which means presenting 
negative as well as positive news and views. Bias has no place in the newsletter. Needless 
to say, the information must be absolutely accurate. While marketing management and 
1" Personal interview. Indeed, at one time, staff were so swamped with memoranda that they refused 
to read any at all. Theyjust said that they did not receive the notice. The Board then required that the staff 
sign the notice / memorandum to indicate that he had read it! 
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change to employees, the newsletter must not degenerate into a mere mouthpiece for 
management. The aim is to build trust and credibility. 
A logical take-ofFpoint for the newsletter now is the year's objectives and the 
means ofachieving them. There will be adjustments in view of the regional financial crisis. 
The newsletter should carry an honest view of the situation, the anticipated adjustments, 
how this will affect staffand what they are expected to do. An opinion survey can follow 
to help check staffresponse and get feedback. This will demonstrate a new openness, 
provide the means for further communications and help to build trust within the KJCPMB. 
Presently, the KJCPMB schedules a staff meeting whenever the Board feels that 
it has something important to communicate to staff. Instead of this, perhaps less formal 
inter-group activities between staff and management can he held on a regular basis e.g. 
weekly "tea" at the cafe down the road. This is easy to organize and the cost would be 
marginal. The gains in staff relations will be substantial. The cooperative could also 
organize informal social activities centered on shared interests, lt could be a one ofFevent 
such as a cook-out (most of the staff are female and proud of their cooking abilities) or 
a regular sporting event, or even an "IfI were you ... Day" where the employees and 
bosses switched roles for a day! Wearing someone else's hat even for a short while will 
give a better understanding of the complexities of that person'sjob. Whatever the activity, 
the aim is to get everyone interacting in a non-threatening environment. The greater the 
interaction, the closer the ties and the better the understanding between individuals and 
groups. It will also identify the natural leaders whose talents should be sought in managing 
change. These are Senge's "internal networkers who move around the organization 
80 
spreading and fostering commitment to new ideas and p r a c t i c e s . � ’ " � There can be quite a 
few surprises here as those with the abilities may not have the rank. 
There are lengthy documents in the KJCPMB relating to staff conduct and 
discipline. The majority of staffhave not read it and they even defeat some ofthe Board 
members. While such documents may be necessary, a more constructive approach is to 
establish regular open forums where staff can speak without fear or favor. This can take 
the form of Q&A sessions where grievances and frustrations to be aired constructively. 
The leaders should also use the opportunity when answering queries to reinforce the 
shared vision. Clarifying uncertainties in this context demonstrates the leadership's 
commitment to the vision. Listening, accepting and supporting fosters confidence for 
employees to speak out, not only in complaint but to offer ideas and new perspectives. 
Setting up an open e-mail address where everyone within the KJCPMB can log-on 
is a viable communications option. It will allow employees to discuss issues and respond 
with their own ideas. The increased speed of communication also makes this an attractive 
option. As an important feedback loop，it can be extended later to include the subsidiary 
companies of the KJCPMB. This channel will also give the less computer literate a chance 
to overcome their angst regarding modern technology and dispute the slur that they are 
un-trainable “orang kampun^' or backward villagers. 
The KJCPMB Board should audit the cooperative's communications package 
regularlyii6 to explore new possibilities. For example, the KJCPMB desperately needs 
constructive involvement. Quality circles are excellent for developing conflict resolution 
115 Senge, "Communities of Leaders and Learners," Harvard Business Review (Sept-Oct 1997): 32. 
H6 Clarke's audit checklist in Appendix 18 contains suggestions which may be helpful. 
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and coordination skills in the participants. StafFlearn to identify problems and work as a 
team with the common goal of resolving the problem. The cooperative gains in greater 
efficiency and improved work methods. Quality circles build employee confidence and 
a sense of worth through participation and achievement. 
The KJCPMB owns property at resort locations which are rented out to holiday-
makers. These places can be the venue for 'awaydays' and workshops organized to 
improve the effectiveness of different departments. The small numbers in each department 
make this very practical. Members from the same department or group can focus on 
specific problems and learn to work cohesively as a team developing empathy and skills in 
communication. There are countless team-building activities which the KJCPMB can 
initiate. The cooperative should tap the creativity of its stafF for ideas. Once again, if an 
idea comes from the staff, they are more likely to support it. The same is true of change. 
Communicate Effectively 
Communication brings things out into the open and demonstrates a recognition 
of the other party's insecurity, lt is the perfect foil to uncertainty and ambiguity and thus 
reduces fear and makes it manageable. Having a variety of channels and activities is not 
enough if the KJCPMB does not use them effectively. The following techniques should be 
embedded in all KJCPMB communication. 
The first relates to information. No change is going to happen if only the leaders 
know and understand the necessity for the change. The whys and the wherefores must be 
made known to the people who will be most affected by them. Therefore, frequent 
communication to share information is absolutely necessary. It is difficult to absorb an 
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enormous amount of information in one go as the Board discovered. The special staff 
briefing to explain the crisis was preceded by a 10-page memorandum outlining the 
contentious issues. After the meeting, the stafF still could not understand the issues or 
grasp the magnitude of the problem/” In communicating change, the Board should dole 
out the information in small palatable chunks, give stafF a chance to mull over it, contact 
them again at a later time to monitor understanding and to obtain feedback. Ifbriefings 
had been held for small groups and key persons individually and on a regular basis, the 
outcomes of the change projects might have been very different and the current culture 
more supportive of change. 
Information to be delivered must be in a form relevant to the stafF. Directing an 
employee to learn new skills and assume new duties is not meaningful sharing of 
information. Explaining his role, what the he needs to do (e.g. learn a new skill) and the 
effects ofhis successful participation in the process is sharing. Staff must see the big 
picture and their place in it. Relevance will encourage buy-in and if the proper incentives 
and motivations are in place, it will improve efficiency and enhance overall performance. 
Organizations sometimes equate good communication with many meetings. Large 
meetings are the worst places to communicate change although it may work wonderfully 
if the change is generally considered good news. For bad news and change is often 
peddled as bad news by management, large groups quickly sense fear and unite. One 
person's objection easily becomes group opposition in a crowd and management will face 
increasing difficulty in trying to clarify the situation. For a small organization like the 
KJCPMB, one-on-one, face-to-face meetings can be easily arranged as a means of gaining 
100 Personal interview. 
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wider support for change. For example, supervisor briefings can be conducted in this 
manner before they pass the message of the change to the general staff, lt offers the 
supervisors a chance to get their voices heard. Stating facts clearly and a friendly ear are 
all it takes to start the ball rolling. Early involvement in any projected change improves the 
chances ofbuy-in and thus the chances of eventual success. Consultation and the chance 
to express their opinions make the employees owners of the proposed change. The right to 
choose and to control their own future is quintessential staff empowerment in action. 
Ultimately, the aim of these activities is to build a positive culture at the KJCPMB 
where the exchange ofhonest opinions is the norm, staff have the courage to speak out 
without fear ofbeing branded trouble-makers and organizational shortcomings are not 
swept under the office carpet. Constant, effective communications builds mental flexibility 
and enhances adaptability. Both are critical skills in managing organizational change. 
"Adopt" the Grapevine 
The grapevine was and is one of the most powerful channels of communication 
in the KJCPMB. It is the primary source of information ~ or misinformation. What is 
important to remember is that the grapevine tells the truth as the staff perceive it. 
Management's view of the grapevine as understandably negative, seeing it as a gossip 
channel. The KJCPMB management needs to understand that the grapevine is part of the 
informal organization. A change in mindset can help management to harness the energy of 
1 1 n 
the grapevine and use it to good effect. Anita Roddick used The Body Shop's grapevine 
as a means of keeping her finger on the pulse of the organization. Dubbed the DGI or the 
118 Peter Vogt, "Change Reaction,” Human Resources (Feb. 1996): 29-30. 
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Department of Damn Good Ideas, it was a powerful two way communication tool. The 
grapevine can be m a n a g e d " 9 and used to carry valuable information to the staff. As 
a beginning, the Board needs to make sure that all change-related information is frequently 
fed into the grapevine in small but complete chunks, lt is imperative to maintain only one 
source of the information so that verification can be a relatively simple matter. At the same 
time, the KJCPMB can install a hotline which carries a pre-recorded message of the facts 
relating to the change. Staff calling in will hear a message referring to "the latest rumor" 
about the impending change or change activity in progress, lt will then give the correct 
information. This will nip rumors in the bud and prevent them from spreading further. 
A similar message can be placed on the e-mail network. 
The grapevine develops because employees feel that information is not 
forthcoming or perceived it to be untrue. Thus, it is also important for management to 
realize that if certain information cannot be disclosed, then the reasons why it cannot be 
disclosed should be communicated through channels including the grapevine. Carefully 
placed "points" can monitor the grapevine and correct any message distortion. By making 
the grapevine an “official” communications channel, the KJCPMB effectively waters down 
its mischievous capabilities. 
The People Plan 
The old "changes" were considered a disruption and now life is back to "normal" 
at the KJCPMB. This is not a climate conducive to change. An environment supportive of 
"9 A discussion of the grapevine as the communication channel of the informal organization is found 
in Norman B. Sigband and Arthur H. Bell, Communication for Managers (Cincinnati: South-Westem 
Publishing Co., 1994), 43-45. 
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real and permanent change is characterized by training, attainable goals, freedom to make 
mistakes, praise for achievement and fair and equitable rewards. The critical resource is 
people -- their knowledge they carry and their belief that they will be able to adapt to 
change. The people plan proposed here keeps faith with the KJCPMB position that staff 
will not be fired or retrenched as far as possible in the bid to build an organization capable 
of adapting to change. The plan challenges many traditional practices and requires extra 
sensitivity during planning and implementation. Indeed, some sacred cows should be 
removed. The following discussion will focus on the people element and what the 
KJCPMB can do in: 
• training and career development 
0 new appraisal and reward systems 
• review of the recruitment and hiring policies. 
Training and Career Development 
As a result of the change projects, some staffhave learnt new skills but things are 
now at a standstill. In planning for change, the KJCPMB management has to take stock 
of the skills mix currently available and determine future needs as the cooperative moves 
towards its vision. The KJCPMB should design an associated training road map to 
develop competencies relating to the different jobs and to the learning and sharing of 
management skills, especially among its senior staff. This projection allows staff to see 
their role in the future of the cooperative and gears the cooperative up for change. 
Staff selected for training should be approached individually and there should be 
open discussion about their career paths. With the expansion plans of the KJCPMB, there 
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will be ample opportunities for those with the right training and commitment. Selection 
criteria should be fair and equitable. This may require a balance of many factors including 
seniority, aptitude and willingness. The question of who should conduct the training is 
even more critical. Presently, it is recommended that external trainers be used once the 
needs have been identified. The process will be objective while minimizing the bad 
practices inherent in the patronage system or internal politics. Employees should have 
a clear idea of what is expected of them in the training program and be given the freedom 
to make the choice of whether or not to participate in training. If the stafFrefuses, the 
KJCPMB has lost nothing. If coerced, training will accomplish little. The change projects 
are good reminder of unnecessary time and cost overruns as well as the debilitating effects 
of anger and frustration on the cooperative. 
The KJCPMB currently offers to sponsor staff for relevant external programs. It 
grants study and examination leave but few are taking the opportunity. Some claim to be 
unaware of this program. Thus, the first step is to publicize the opportunity and set up a 
task force to assist those who are interested to apply. A list of preferred skills and 
matching courses can be posted and staff encouraged to discuss possibilities with their 
superiors. Since many of the staffleft school years ago, it is unlikely that many will 
participate. However, non-applicants should not be made to feel inadequate. While their 
co-workers are at class, they can be supportive by assuming additional duties for which 
they will be fairly compensated by the cooperative. 
The one task that the KJCPMB really needs to do is to shake its people out of 
their complacency. "Complacency is perhaps the greatest danger that could hasten the ruin 
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of a successful operation."'^® Counseling on career development can be introduced to 
improve staff quality. The KJCPMB does not practice negative incentive by insisting that 
staff refund course fees upon completion or stay in service for a specified period. This may 
be especially attractive to the junior staff and persuade them to hone their skills and 
broaden their horizons. They will become more marketable with greater mobility. The path 
to a brighter future must be visible and the goal achievable before staff will venture forth. 
Training need not be confined to a classroom setting. Formal and informal skills 
can be up-graded or learned through cross training programs. Jobs can be rotated and staff 
pick up points for every skill that they master. Job rotation will alleviate some of the 
boredom of routinejobs and the points earned can be credited towards their performance 
and reward. The KJCPMB can initiatejob-related discussion groups to find ways of 
enriching or simplifying the task and make the task more meaningftil. No one appreciates 
doing pointless work. Cross training can sometimes reveal certain aptitudes and there may 
be the need to re-definejobs for the KJCPMB to optimize resources. 
Change means loss and discomfort; it can also mean opportunity, excitement and 
options. The skill lies in persuading people to see more of the positive and less of the 
negative. Armed with competitive skills, employees will have greater confidence to 
venture into new areas internally and in the openjob market. Realistically, the KJCPMB 
cannot expect immediate results. Training, re-training and re-skilling staff takes time and 
there will be much back-sliding before staff feel comfortable with their new abilities and 
are ready to move on. 
120 Henry W. Lane, et al., International Management Behavior (Cambridge, Mass.: Blackwell 
Publishers Inc., 1997),212. 
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New Appraisal and Reward Systems 
The current systems in these areas must be re-vamped in line with new 
expectations and measures of performance. It is difficult to undo the damage ofpast 
years but it is possible to make a fresh start. The new appraisal system should move from 
an annual to a quarterly assessment of staff performance. This will provide timely feedback 
to stafFand nip bad habits in the bud. Presently, appraisals are very subjective and no 
reasons are needed for any recommendation, positive or negative. To construct an 
objective system will require the critical analysis ofjob functions, skill requirements and 
performance standards. This is a major exercise and the KJCPMB will likely need expert 
advice to design the new system. It is highly recommended that the new system should 
also incorporate elements of self and peer appraisal. Upward appraisal, set up to be 
unattributable, may also be a good idea to provide feedback to management on its 
performance, lt is a good test of an open culture ifit is conducted honestly. 
Management must make sure that appraisal standards are not compromised. StafF 
should be assessed fairly on ability and performance and not on "connections." There will 
be unhappiness especially among the hard core resisters who have thus far sailed through 
to well paying positions with lack lustre performance, lt will be difficult to banish the 
practice of nepotism in the cooperative but an attempt must be made. Leaders can do this 
but it will mean taking a risk. The political reality of the other delegates challenging their 
positions and the power of the "king makers" cannot be denied. Abandoning the patronage 
system may fragment and cut off their support in the ranks. There will be much to lose 
before there can be any gain and it will take courage and commitment to take this step. 
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The basic rule in reward is simply that what gets rewarded gets reproduced. 
Presently, non-performance is rewarded along with outstanding performance. Reward is 
also linked to complex personal relationships e.g. a supervisor recommends a double 
increment for a subordinate because the subordinate's relative is a Board member and will 
be deciding on the supervisor's own increment! Such a system weakens the resolve and 
commitment ofthose who genuinely earned the reward. The KJCPMB must stop 
reinforcing unacceptable behavior. So long as staff can rely on patronage to protect them, 
elevate their status and compensate them well, there will be little incentive and motivation 
to learn or change. Discomfort and dissatisfaction are strong driving forces ofchange. It is 
argument and strong opinion which will challenge sacred cows. 
Instead, the reward system should be geared towards reinforcing behavior 
consonant with the new values. Teamwork and cooperation are values which the 
KJCPMB is trying to foster in the cooperative. Staff who work as a team and participate 
in change activities should be rewarded. Similarly, those who contribute ideas towards 
improving systems and employees who demonstrate new skills learnt to support 
KJCPMB's objectives should be rewarded. 
Rewards should reinforce or re-freeze desired change behavior to prevent 
regression to earlier behavior. And rewards should not only be of the monetary kind. 
Praise works wonders and doubles its value to staff publicly lauded. The simple ‘Good 
job ! � and ‘Well done !�expresses acknowledgement, shows appreciation and encourages 
repetition of the behavior. The KJCPMB gives long service awards at its annual dinner. 
A performance award will be more in keeping with the new climate oftrust and openness 
that the KJCPMB is trying to foster. Choice is another element which the KJCPMB can 
90 
introduce into its reward system. Different reward packages can be introduced so that 
qualified staffcan choose their own reward. For example, instead ofamonetary reward, 
stafFcan be given the choice o fa paid holiday at one of the KJCPMB's resort properties. 
Anyone who has ever attended Outward Bound programs will be able to tell the 
KJCPMB Board that rewards are often implicit in the task. The rewards are the pride of 
accomplishment and the cheers of one's team members. Creating an environment where 
employees can shine generates more creativity and learning capacity than the standard 
rewards of money and promotion. 
Review of Recruitment and Hiring Policies 
Staffturnover at the KJCPMB is incredibly low; few resign and job terminations 
are unheard off. This is partly because of policy and partly due to the fact that many ofthe 
stafFare related in some way. As such, influence can often be brought to bear on the 
relevant persons should the spectre of a dismissal be raised. Given the circumstances, new 
hires are rare and such hires as are made are often of the same ilk. This limits the injection 
offresh minds and new skills into the cooperative, lt is strongly recommended that the 
Board discard this practice and adopt a policy of pay-for-performance. However, in view 
ofthe evident reluctance of the Board to dismiss staff, other ways must be found. 
To improve the odds, the KJCPMB has several options. Since some ofthe 
KJCPMB's senior staff are at or nearing retirement age, the cooperative can offer 
attractive early retirement packages to weed out non-performers. This one-offpayment 
will create opportunities for the younger staff who can then be trained to move up. New 
blood can also be brought in to revitalize the cooperative. For hard-core resistors 
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and disruptive influences, the same offer can be made if they are near retirement age. 
Otherwise, they should be out-placed after the necessary steps to rehabilitate them have 
been taken. It is exceedingly difficult to dismiss a worker without proper cause in Malaysia 
and the KJCPMB should tread carefully in this area. The services of an out-placement 
agency may be needed to achieve this while the KJCPMB's legal retainers can also advise 
on the matter. Attrition is another course open to the cooperative. Leave the vacancies 
unfilled until the right candidate comes along. Clearing the cooperative of deadwood will 
take patience but it can be accomplished gradually and with sensitivity. 
Initiating and implementing change in the future will be easier if the KJCPMB 
selects and hires the right people." This means looking for people not only with the 
requisite skills but those with the right attitude and the capacity to learn. The concept of 
ajob-for-life is dead. The KJCPMB should look for people who want an opportunity to 
learn, contribute and then move on with their lives. At all costs, it should avoid hiring 
incompetent relatives or people "like us!" Remember that such hires may well turn out to 
be fresh deadwood which may rot another 30 years before they can finally be removed! 
Recruitment of senior staff should perhaps be contracted to an outside agency which has 
more experience. This will also force management to work out a proper brief for the skills 
and capabilities needed as well as review the duties and responsibilities of the potential 
employee. Unwanted and unsolicited "candidates" can also be kept at bay. 
The people plan is closely linked to different systems in the KJCPMB. Each change 
and adjustment in one system will affect another. The starting point of the endeavor to 
121 An excellent discussion of techniques injob analysis, personnel planning and recruiting, employee 
testing and selection as well as interview techniques is found in Gary Dessler, Human Resource 
Management. (New Jersey: Prentice-Hall Inc., 1977), part. 1，passim. 
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build a cooperative flexible and sensitive to change can be in any part of any system. Or it 
can be started simultaneously in many parts. The importance is not so much where but that 
it does start. Once the ball gains momentum, change will have a life ofits own and leaders 




The problems ofthe KJCPMB in planning and implementing change can be found 
in many organizations subject to some degree of political manipulation, selfinterest and 
incompetence. The real malady which afflicts the KJCPMB is the combination of these 
elements with an electoral system that guarantees their perpetual presence. Herein lies the 
root ofthe KJCPMB's problems. 
The management of cooperatives in Malaysia is governed by the Cooperatives Act 
1993. The JKCPMB is neither purely a society, a cooperative nor a corporation. It has 
elements ofall three in the election of the top management, the board of directors. The 
social and cooperative principle requires management by its own members. The corporate 
system relies on management by elected directors who, by virtue of their position as 
majority shareholders, have a vested interest in ensuring the long-term profitability and 
performance of the corporation. The combination of these elements in cooperative 
management creates the fatal possibility of perpetual incompetent cooperative governance. 
The present system requires that the board be elected from among the delegates 
who are in turn elected by the general membership which is presumed to have an active 
interest in the matter. This is not so. Membership interest goes only so far as their demand 
for credit and the payment of some small dividend is satisfied. Thus, ifthere is no quorum 
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at the district level meeting, then the incumbent remains in office for another term. With 
time, this becomes a shrinking pool of"expertise in management." The system locks 
the KJCPMB into management by a board which has neither the skills nor capabilities 
to run it, and whose interests are likely to be repeatedly short term. It also allows the 
possibility of the same board remaining in perpetual power. The first condition is a losing 
proposition. The second condition supports abuse of power and corruption. Neither 
condition is acceptable as both threaten the interests of the shareholders. The Co-
operatives Act 1993 has no provision relating to the first condition viz the calibre ofthe 
board. However, the Act tries to pre-empt the second condition by requiring the annual 
retirement of a third of the board. This is to safeguard the honesty and integrity of the 
board by allowing new scrutiny and oversight ofboard decisions and practices. This is 
negated by a loophole in the law which allows the retiring member to stand for immediate 
re-election and to do so again at every retirement. Theoretically, the same board can exist 
in perpetuity. 
The KJCPMB Board of l997 is almost identical to that o f l988 and to the board 
before it. The electoral system and the weakness of the governing Act thus led to the 
development of the unique situation in the KJCPMB. Given the legal basis of the problem, 
any solution for improvement can only do as much as the good faith of the existing board 
will allow. 
It is important to emphasize that there are no definite solutions to some of the 
problems that the cooperative faces; only recommendations of what can be done to 
improve the present situation. To implement the recommendations will require firm 
commitment in terms of time, effort and financial resources of no small magnitude. 
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It is expected that appreciable results will only be evident in three to five years depending 
on the pace at which plans are implemented. Quick fixes rarely work nor nine days' 
wonders. They provide minimal relief and worse, they lull the organization into a false 
sense ofsecurity and control. The recommendations are by no means exhaustive nor are 
they exclusive. Events may occur which may require the speeding up or elimination of 
certain activities or processes. This is fine for the essence of change is that it is not 
predictable, not even by the organization that is preparing itself to better manage change! 
Ultimately, it is hoped that the cooperative will achieve a state of readiness to initiate 
change in line with its vision of the future outlined in its long-term goals. 
The key to change management and indeed the future of the KJCPMB lies in 
a strong leadership. The recommendations have tried to compensate for the possibility 
ofcontinued weak top management by proposing a strong middle management. But 
unfortunately, even this is ultimately dependent on the strength of the current KJCPMB 
leadership. For the KJCPMB to grow as a learning and generative organization which can 
realize its fullest potential, it has to break this deadlock. The current Board has expressed 
interest in this direction but the way is fraught with problems, many of which will require 
self-sacrifice and a genuine interest in serving the cooperative, ln the fmal analysis, noble 
intentions and goodwill are not enough. 
A more permanent solution would be to replace the present system of elections 
with a more effective way of selecting a board for corporate governance of cooperatives. 
This will require changes in legislation governing cooperatives. Presently, there is no 
research in this direction. The study and proposal for such measures is beyond the scope 
of this report but it indicates an interesting area for future research. The KJCPMB is 
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believed to be not unique in this situation. Preliminary enquiries have indicated that other 
cooperatives may suffer from the same problem, merely being luckier in that no crisis has 
forced an investigation and perhaps in having a better membership stock or a captive 
membership. The cooperatives were established along the same principles as the KJCPMB 
and are subject to the same legislation. This indicates another direction ofpossible future 
research. The burden ofguiding the KJCPMB and other cooperatives into the next 
millennium as successful businesses should not be left to rest on the ineffectual shoulders 
of the unscrupulous and the unschooled. 
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APPENDIX 10 
NUMBER OF COOPERATIVES DM MALAYSIA 1975 - 1996 
Year Number of Cooperatives 








CREDIT CREATION BY FWANCIAL DESTITUTIONS 
nS| MALAYSIA, 1985 
Financial Institution Capitalization (hillion MYR) Credit O^illiori MYR) 
Commercial banks 74.23 48.98 
Finance companies 17.83 12.32 
Merchant banks 6.29 4.69 
Cooperatives 3.0 1.1 
Source : Risalah JPK 1986, Rancangan Malaysia Ke-5 (1987 — 1990). 
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APPENDIX 3 
EXTRACTS FROM THE KJCPMB BY-LAWS, 1982 
2. Area of Operation 
The area of operation of this Co-operative shaU be the whole state of Selangor. 
DVTERPRJETATION 
3. biterpretation 
In the by-laws, unless there is anything repugnant in the subject or context, � 
"Act" means the Co-operative Societies Act 1948 (Revised 1983) and includes any 
amendment as may be made thereto from time to time; 
"Rules" means Rules made under the Act and includes any amendment(s) as may be 
made thereto from time to time; 
"Minister" means the Minister charged with the responsibUity for co-operative 
development under the Act; • < 
"Registrar^eneral" means the Registrar<ieneral of Cooperaitve Societies appointed • 
under Section 3 of the Act and includes any Registrar when exercising such powers of 
the Registrar-General as may have been conferred upon him under that section; .- . • ‘ ‘ • . • , _  t • . - � 
"By-hws" means these by-laws and annexures hereto and includes any amendment(s) 
as may be made thereto from time to time; 
. T . . . , 
, , - . 
\ "This CoK)perative" means Koperasi Mercantile Berhad; 
"Mercantile" wherever used m these by-laws means non-government (private) firms 
and also includes statutory bodies and local authorities; 
. . .�,.'.• • . '^ \. � . • 
"Mercantile employees" means employees in non-govemmental (private) firms，and 
includes employees of statiitory and local authorities; "-''" ' • •“ 
-"Employer" m e ^ s heads of non-goverriment (private) firms, statutory bodies and 
localauthorities; - - • � 
. . • .. . ‘ . . . . •. ..�. �• • • -:: . _ . ..: • .,., •. • •：..-..:' �i•., � •�• ••... .... .• 
"Members" bears the meaning given to it under by-law 5; ‘ 
. . • • ‘ .. , • . ‘ 
• • • •• • , 
4 
• ‘ 
. ‘ - � • 
‘ \ “ “ ‘ � � . 
� . ‘ ..� 1 “ � �� • -
, 、 ， • . .., . • • • 、. 
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"District" wherever used in these by-laws means a constituency delineated by the 
Board; 
“Board��, means the Board of this Co-operative established in accordance with the . 
provisions of by-laws 45 and 46; 
"Officer" means a Chairman, Secretary, Treasurer and any other member of the 
Board and includes any other persons empowered by the Rules or by-laws to give 
directions in regard to the business of this Cooperative; 
. ‘ / 
• ‘ 
"Regulations" means the regulations made by the Board from time to time to imple-
, ment any activity or project of this Co-operative; 
"Executive Committee" or "Exco" means the committee established in accordance 
with by-law 54; 
"Sub-committee" means any other standing or ad hoc committee established by the 
, Board from time to time for specific purposes; 
"Subsidiary" means a company in which this cooperative controls the composition of 
the board of directors, more than half of the decision making (holding) power or more 
- than half of the issued share capital; 
4 廖 
"Specific Deposit" means savings for specific purposes by a member with this Co- _ . , 
operative for specific purposes..which can. be withdrawn or used whenever necessary 
for the said purpose; � � 
"Associated company" means a company in which this Co-operative owns not less 
than 20% of the issued share capital; 
"Company" shall have the meaning assigned to it under the Companies Act 1965 and 
includes.any amendment as may, from time to time, be made to it; 
"Joint venture" means�the participation of this Co-operative in any business under-' • � 
taking in concert with any other co-operative or registered company; 
"Activity of this Co-operative” means any business or activity undertaken by this 
Co-operative in accordance with the provisions of by-law 4; ， 
"Dispute" has the meaning assigned to it inder section 49(1) of the Act; 
� . . . , 
—^ ‘ ‘ 
Words in the singular shaJil include the plural, and words in the plural shaU include 
the singular and words importing the masculine gender shaU include females. 
AMSANDOBJECnVES 
,：.• • . - . 、 
4. Aims and Objectives …- - - ‘ . . 
: ‘ ' . . • • . :..: •. , • •.•• ••“ • • > . • •... •. '. - • •‘ �•• . •- . . � . . . . 
� ( 1 ) The aifri of this Cooperative is to serve members in aU areas of their lives by under-
� taking activities designed to safeguard and further their socioeconomic interests and' 
.enhance the qu^ity , pf their lives in accordance with co-operative principles" by 
� . encouraging thrift, savmg, ihvestments, self-help, mutua|-help or co-operation between / 
, , . , 、. 、 ... ， -•-.. ' • • • • • “ . - . .• , 
. , ‘ . 
. • . , 
- • • i • - .‘ 
-:� - 5 ^ 
f . , . • 
‘ . • . 
. ： . •• - ‘； •. ‘ . . - • • i . , . . •“ ' � • . , ,, • , • 
• • , , 
_ • • .. . V • , . • V •.�-
‘ • • • - . . ‘ 
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members and co-operative organisations and by promoting among members, education 
consonant with the interests of the community and the nation. 
(2) To realise these aims, this co-operative may, subject to the Act and Rules, undertake 
any of the foUowing socio-economic or business activities; 
(a) to provide facilities to enable members to save and invest a portion of their 
incomes in the form of monthly subscriptions, saving accounts, specific deposits 
and shares in this co-operative;. 
(b) acquire capital by coUecting monthly subscriptions, saving accounts for specific 
purposes, shares and by obtaining loans as weU as deposits from members; 
. • ‘ . 
(c) provide members with loans provided for by the Regulations made under 
by-law 4{3); 
(d) participate in such financial businesses as banking, finance companies, leasing, 
the money market and the like; 
(e) invest in subsidiaries and in shares, pubUc as well as private, securities, 
debentures, loan stocks and bonds issued by the government and government 
‘ bodies and trustee-shares and manage investment portfolios with the purpose of 
accumulating property and earning appropriate returns; 
s 
( 0 undertake industrial activities and trading including consumer functions; � 
(g) operate transport and haulage services; � 
(h) own and develop land, construct buildings as a developer for dweUing homes, 
shops，office buildings and the Uke for members in particular and the pubUc 
in general, or purchase bufldings for dweUing places, shops/offices, including 
‘. -,the sites thereof as weU as seU, lease, charge and transfer such lands and buildings" 
�''.• • to members in particular and the public at large; 
(i) purchase, seU, transfer the title, erect, rent, charge, lease and own immovable 
- property such as land, buildings, fields/estates and the Uke as weU as movable 
'•'"•'' property; ‘ 
. . . " . . • ‘ • . . . . . . - . . . . . . . , 
G) acquire and devdop land for agricultural purposes; 
. , • * • 
Oc) process and market members' products and provide other faciUties; 
‘ ‘ . ‘ • . ., • ‘ • ‘ . . 
(1) participate, and invest the monies of this Cooperative in joint-ventures, establish 
subsidiaries and invest in and become a member of associations and aUiances 
:.,.；.,;:•: of co-operatives in Malaysia and abroad; , �— 
(m) undertake management and consultancy services for cooperative and other 
bodies including computer and computer consultancy services;- •. 
6 
t •. 
. . . ! 
• _ - � 
' V • ； 
‘‘ ： 
• 
•� - . 
102 
»• ( s . • . 
. _ . 一 ^ • . - — “ — 一 “‘ • ~ ~ ~ " • ‘ •• — -
‘ i 
(n) provide educational assistance to members and their dependants; 
(o) make donations and provide other legitimate assistance to the needy; 
(p) undertake any other business, industry, investment, development, factory 
- operations and services which can develop and benefit this Cooperative and its 
� members; 
� 
Subject to the condition that any activity which does not involve members directly 
shaU not be undertaken without the prior approval ofthe Registrar-General. 
(3) To undertake any activity under by-law 4(2), the Board shaU, where necessary, make 
the requisite regulations with the approval of the Registrar-General. 
MEMBERSHU> 
5. Membership 
Members of this C0:0perative include persons who signed the appUcation for the registration 
of this Cooperative and any persons admitted to membership after registration in 
accordance with these by-laws. • 
6. QuaUflcations for Membership 
In order to be quaHfied for membership of this CoK)perative, a person shaU: 
(a) be a citizen; ‘ 
(b) have attained the age of eighteen years; 
(c) not be legaUy or mentaUy disabled or be a bankrupt or against whom a conviction^ 
stands of a registerable offence under the Registration of Criminals and Undesirable 
Persons Act, 1969; -
(d) have been bom or be resident or be in ownership of land within the area of operations 
of this Cooperative and must be a fuU-time mercantile employee eaming a minimum 
of $300/- per mensem; and, 
(e) not have lost his membership in any other cooperative by reason of an offence against 
the said cooperative. 
� 
. •. , ‘ � 
7., AppUcation and Dedaration . -..;,.,•• ., :• ', . _., . ‘ •. , • • ,. • • • ‘ •. . • • •‘ -.,: • "•.“ ‘ • •‘. . • • • z ‘.'. ..i • • ‘ ,. , - • . . . _ 
5: (l') vAppUcation for membership must be made in the official appUcation form of the 
••’ •''•'•, Cooperative. • : , .� . . . . � . 
_» t ； ‘ I _ j ., ； t , • ‘ • • '• ‘ • . 
Source : By-laws ofThe Koperasi Mercantile Berhad, 4-7. 
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APPENDIX 4 
KJCPMB MEMBERSHEP BY SALARY CLASS, 1997 
Salary Class (in MYR) Percentage 
2 0 i _ ^ 0 0 ^ 
501 - 1000 53.02 
1001 - 1600 28.78 
1601 -2000 5.42 
2001-3000 2.66 
Above 3000 0.88 
Source : KJCPMB Membership Files. 1997. 
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APPENDIX 5 
ORGANIZATION CHART OF THE KJCPMB 
KJCPMB Board 
_ _ = l' ' _ _ I _ _ 
Sub-Committees Executive Committee totemal Audit 
I 
r r ~ ^ ~ ~ r ' Manager 
_ Membership _ tavestment&Property (vacant) 
_ Housing L Publishing ExecutiveSecretary 
(vacant) 
I I l' I ~ ~ I 
Membership&Market ing Credi tConl ro l&Finance Administration Operations (Loans) EDP 
Executive Executive Executive Executive Executive 
- S h o w r o o m Assistant - Credit Control Supervisor - Sr Admin Clerk Loans Supervisor Programmer 
L Marketing Agents 
- Clerk Clerk SrLoansClerk ComputerOperator 
L Clerk J 
^ ; ^ z : : ^ = z : i SecurityOfficer - CounterClerk - KeypunchOperator 
L Jr Accounts Executive 
H L Sr Personnel Clerk - Loan Processer L Data Entiy Clerk 
- B o o k e e p e r - Receptionist 
- Cashier L o f f i c e B o y 
L Accounts clerk 
Source : KJCPMB Internal Files. 1998. 
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APPENDIX 10 
KJCPMB MEMORANDA OF 28 AUGUST 1987, 
29 AUGUST 1987, 28 SEPTEMBER 1987 & 30 SEPTEMBER 1987. 
(translations follow) 
Tarikh � 28hb Ogos, 1987 - Jumaat. 
Daripada : Kakitangan Koperasi Mercantile. 
Kepada : Pengerusi, 
Ahli Jawatan3cuasa Pengurusan, 
The Mercantile Cooperative Thrift & Loan Society, Ltd, ‘ 
Perkara : Memohon supaya pihak AJKP mengadakan 
Majlis Taklimat. 
^ 
Dengan hurmatnya kami, kakitangan Koperasi Mercantile 
ingin memohon kepada pihak Jawatankuasa Pengurusan Koperasi ini 
supaya dapat mengadakan satu majlis Taklimat. 
Tujuannya adalah bagi mendapatkan penerangan mengenai 
perkara-perkara yang menjadi isu-isu semasa Koperasi Mercan t i l e . 
Perkara ini dirasakan perlu supaya kami sebagai 
kakitangan dapat memahaminya dan ini dapat membolihkan kami menerangkan 
serba sedikit jika/apabila ditanya, olih ahli-ahli Koperasi. 
Sekian, Terima kasih. 
Yang benar 
Kami yang bertandatan^fMdisenarai yang 
dilampirkan. 
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THEMERCANTILE CO-OPERATIVE THRIFT & LOAN SOCIETY LTD., SELANGOR 
M E M 0 
DARIPADA : ^ L I JAWATANKUASA PENGURUSAN, MCTLS 
KEPADA : SEMUA KAKITANGAN 
PERKARA : TAKLIMT 
TARIKH : 29hb. Ogos, 1987 
Lanjutan kepada permohonan dari kakitangan Koperasi ini, adalah 
diberitahu bahawa satu majlis taklimat akan di adakan di Tingkat 1 
Bangunan Koperasi Mercantile, pada hari ini, Sabtu, 29hb. Ogos, 
1987, jam 12.00 tengahari. Semua dipersilakan hadir. ~--
T.erima kasih. 
( 
Pemangku Setiausaha/Penguru Besar 




|v"‘ — ” 人 一 和 农 一 
THE MERCANTILE CO-OPERATIVE THRIFT & LOAN SOCIETY LIMITED, SELANGOR 
M E M 0 
DARIPADA : (Pemangku Setiausaha/Pengurus Besar 
KEPADA : Semua Kakitangan MCTLS 
PERKARA : Ehwal Semasa MCTLS 
TARIKH : 28hb. September, 1987 
Sila ambil perhatian bahawa Ahli Jawatankuasa Pengurusan MCTLS telah 
mengambil keputusan untuk memaklumkan kepada semua kakitangan MCTLS 
ini mengenai ehwal semasa Koperasi. 
(r ._’: 
^^ Bersama-sama ini dikepilan seperti berikut untuk rujukan dan pengetahuan 
semua kakitangan : 
1. Surat daripada Jabatan Pembangunan Koperasi Negeri Selangor 
bertarikh 10hb. September, 1987; 
' • ^ � r A � ^ S A g 2 ^ � A � E G S r ^ A ^ E n _ R T r a 7 - 4 _ y k 
3. Jawapan dari Pengerusi MCTLS 
mengenai kenyataan di No. (2) di atas. 




Pemangku Setiausaha/Pengurus Besar 
Lpr. 
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THE MERCANTILE CO-OPERATIVE THRIFT & LOAN SOCIETY LIMITED， $ELANGOR 
M E M 0 
DARIPADA : (Pemangku Setiausaha/Pengurus Besar 
KEPADA : SEMUA KAKITANGAN 
PERKARA : PERBINCANGAN KAKITANGAN 
TARIKH : 30HB. SEPTEMBER. 1987 
Semua kakitangan dikehendaki berada di Tingkat 1， Bangunan Koperasi 
Mercantile pada hari Rabu, 30hb. September, 1987, jam 4.45 petang 
(^) kerana sedikit perbincangan kakitangan akan diadakan. 
Saudara/i dipersilakan hadir. 
Pemangku Setiausaha/Pengurus Besar 
/• ._.---—. 




Date : Friday, 28 August 1987 
From : The Staff of the Mercantile Co-operative 
To : The Chairman 
Committee ofManagement 
Mercantile Co-operative Thrift and Loan Society 
Subject: Application to the Committee ofManagement to have a briefing. 
The staff of the Mercantile Co-operative respectftilly request the Committee of 
Management to hold a briefing session. 
The purpose of the session would be to clarify issues currently causing concern to the 
Co-operative. 
The briefing is necessary to enable us as staff of the Co-operative to understand the 




As per list of signatures attached 
Note: The list of signatures not attached to preserve anonymity of signatories. 
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THE MERCANTILE CO-OPERATIVE THRIFT AND LOAN SOCIETY LTD., 
SELANGOR 
M E M O 
From : Members, Committee ofManagement 
To : All Staff 
Subject: Briefing 
Date : 29 August 1987 
Further to the application of the staff of this Co-operative, notice is given that a briefing 
session will be held at the First Floor, Bangunan Koperasi Mercantile today, Saturday, 29 
August 1987, at 12:00 noon. All are requested to attend the briefing. 
(signed) 
Acting Secretary/General Manager 
for Members, Committee ofManagement 
MCTLS 
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THE MERCANTILE CO-OPERATIVE THRIFT AND LOAN SOCIETY LTD., 
SELANGOR 
M E M O 
From ; (Acting Secretary/General Manager) 
To : All MCTLS Staff 
Subject : Current Matters 
Date : 28 September 1987 
Please note that the Committee ofManagement has resolved to keep staff informed of 
current developments regarding the Co-operative. 
Attached for the reference and information of all staff are: 
(1) Letter from the Department of Co-operative Development Selangor dated 10 
September 1987; 
(1) Clipping from the Utusan Melayu (a newspaper) dated 25 September 1987 headlined 
"NO FmANCIAL ABUSE Dv| MERCANTILE - KAHAR". 
(2) Reply from ，Chairman of the MCTLS to the clipping in para 2 above. 




Acting Secretary/General Manager 
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THE MERCANTILE CO-OPERATIVE THRIFT AND LOAN SOCIETY LTD., 
SELANGOR 
M E M O 
From : .. • (name) (Acting Secretary/General Manager) 
To : All MCTLS StafF 
Subject: StafFDiscussion 
Date : 30 September 1987 
All staff are required to be present at the First Floor, Bangunan Koperasi Mercantile on 
Wednesday, 30 September 1987 at 4.45 p.m. for a brief staff discussion. 
(signed) 
Name 
Acting Secretary/General Manager 
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APPENDIX 7 
KJCPMB MEMBERSHIP FROM 1984 - 1996 
Year Total Number of New Members Resignations 
Active Members 
1984 15^2¾ i'693 1899 
1985 14,030 1493 1268 
1986 13,709 915 1270 
1987 13,013 881 2718 
1988 11,213 820 3403 
1989 11,948 2478 2400 
1990 15,749 4820 1370 
1991 16,317 1314 709 
1992 17,358 2330 1253 
1993 19,552 n. a. n. a. 
1994 21,404 n.a. n.a. 
1995 19,503 1408 1580 
1996 17,201 1250 1814 




KJCPMB STAFF MEMORANDUM : 12 OCTOBER 1988 
KOPER^SI-MERCANTILE BERHAD 
M E M 0 
From : Secretary KMB 
To .: A l l staff members 
Subject : A c t i o n under By-law 22 and action against loan 
defaulters 
( Date : 12th October 1988 
Some 12,000 letters will be going out in conn e c t i o n of the above 
and we ass® expect members to call either by phone or in person to 
clear m a t t e r s or to co m p l a i n . 
� , Credit Control O f f i c e r , has been directed to 
attend to all such queries or c o m p l a i n t s , 





• • — -
Source : KJCPMB Internal Files. 1988. 
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APPENDIX 10 
EXTRACT FROM KJCPMB STAFF MEMORANDUM OF 
13 DECEMBER 1988 AND STAFF MEMORANDUM OF 28 JULY 1989 
6.5 All staff members, including the following who were not 
nominated by the assessors, were also reviewed for the award 
of the performance bonus : 
(. (a) One individual who was the subject of an unpublicised 
inquiry by the Staff Matters Committee because of 
dereliction of duty. 
(b) Another individual who was transferred to a new 
job/position in lieu of disciplinary proceedings. 
That person was informed of this at the time of the 
transfer. 
(c) . The individual who consistently refused to work after 
office hours or on week ends on the five or so 
occasions where so requested. 
(d) Individuals who stayed on after office hours to rectify 
their errors or to complete jobs which, with reasonab'le 
diligence, would have been completed earlier. 
(e) "Clock watchers" i.e. those who were not prepared to 
put in any time after office hours without overtime. 
(f) "Job specifications watchers" i.e. those who were not 
prepared to assist in functions which they deemed to be 
outside their job requirements and which they 
considered to be within the job specifications of 





] z . � . 
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KOPERASI MERCANTILE BERHAO 
MEMO 30/89 
Daripada : Pengerusi KMB 
From : Chairman KMB . 
» 
Kepada : Semua Kakitangan 
To : Staff Members . 
Tarikh : 2 8 h b . Julai 1989 
Date : 28th July, 1989 
A d a l a h a m a t d u k a c i t a p e n _ j e l a s a n / a r a h a n di b a w a h ini p e r l u 
dikeluarkan dan Lembaga Pengarah dalam mesyuaratnya pada 27hb 
Julai 1989 telah bersetuju bahawa perkembangan terakhir dalam KM8 
memerlukan perhatian/ tindakan ini diambil. 
It is a saddening that the clarifications/instructions below have 
to be issued but the 8oard Meeting of 27th Julai, 1989 agreed 
that recent events in KMB require that this be done. 
1. Tanpa mengambil kira fungsi jawatan/kerja yang sedia ada di 
k a l a n g a n k a k i t a n g a n , m a n a - m a n a k a k i t a n g a n mu n g k i n p a d a 
b i l a - b i 1 a m a s a , d a n d a r i maisa k e s e m a s a , 
d i p e r t a n g g u n g j a w a b k a n dengan tugas lain sebagai tambahan 
kepada atau sebagai ganti kepada tugas yang sedia ada oleh 
Setiausaha KMB, Pengurus, Pegawai Eksekutif EDP, atau mana-
mana Penyelia KMB atau mana-mana kakitangan yang bertindak 
bagi pihak Setiausaha KMB, Pengurus, Pegawai Eksekutif EDP 
atau mana-mana Penyelia KMB. 
Regardless of the present posting/job function of .^ t a f f 
members, any staff member may at any time, and from time to 
time, be assigned any other duties in addition to or in 
substitution of his/her present duties by the KM8 Secretary, 
,. Manager, EDP Executive or any KMB Supervisor or by any 
、、 staff member acting for or on behalf of the KM8 Secretary, 
Manager^ EDP Executive or any KMS Supervisor. 
2. Semua Kakitangan tidak b o l e h , dengan kehadiran pihak ketiga 
(ahli-ahli, r"akan-raikan, pelawat dan sebaigainya) bsrtindak 
secara yang boleh menjejaskan nama baik KMB dan melangg^ir 
disiplin dan KM8 sebagai contoh: 
No s taff member may in the presence of third parties 
(members, colleagues, visitors etc) conduct himse2f/herself 
in a manner Mhich may be detrimental to the good name of KM8 
and to discipline in KM8 by, for example: 
(a) 8ertelagah dengan Pengurus KMB, Eksekutif E D P , atau 
mana-mana Penyelia KMB. 
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(b) M e n i n g g i k a n s u a r a atau m e l e m p a r k a n f a i l / d o k u m e n di 
h a d a p Pengu rus KM8 , ^Eksekutif E D P , atau m a n a - m a n a 
Penyelia KMB； 
Shouting at or throwing files/paper in the presence of 
or at the KM8 Manager, EDP Executive or any KMB 
Supervisor; 
(c) Mengkritik sebarang dasar/rancangan/tindakan Lembaga 
P e n g a r a h . (Ini b a g a i m a n a p u n t i d a k b e r m a k n a b a h a w a 
k a k i t a n g a n tidak b o l e h b e r b i n c a n g d e n g a n PenyelijsH 
m a s i n g - m a s i n g atau d e n g a n r a k a n - r a k a n s a h a j a , rasa 
t i d a k p u a s h a t i m e r e k a t e n t a n g s e b a r a n g 
dasar/rancangan/tindakan Lembaga Pengarah dengan niat 
mengemukakan kepada pihak Lembaga Pengar*ah sebarang 
cadangan mereka untuk memperbaikinya). 
(r-
^' Criticizing any policy/program/ action of the Board. 
[This does not, however, mean that staff members cannot 
discuss wi th their supervisors or wi th their col -
2eagues, their misgiving about any Board 
pol icy/program/action wi th a view to forwarding to the 
Board their suggestions for improving the same.] 
3 . S e m u a kaki t a n g a n tidak b o l e h , d e n g a n k e h a d i ran s e b a r a n g 
pelawat atau ahli, menolak permintaan rakan sekerja untuk 
m e n d a p a t k a n b a n t u a n a t a s a l a s a n b a h a w a “Ini b u k a n t u g a s 
saya" atau "Tugas saya terlalu banyak" atau "Su ruh orang 
lain" 
No staff-member may in the presence of any visitor or 
member, refuse a colleague's request for assistance on the . 
grounds "that it is not his/her Job“ or that "he/she has too 






- .• • 
Source : KJCPMB Internal Files. 1988 and 1989. 
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KJCPMB STAFF MEMORANDA: 15 FEBRUSRY 1988，19 MARCH 1988 
AND25 APRJL 1988 
. • � 
KOPERASI M E R C A N T I L E BERHAD 
M E M 0 
To � All Staff 
Subject : A t t e n d a n c e and Hours of Work 
Date : 15th F e b r u a r y 1988 
f-
V 1. A copy of a previous circular (dated 7th May 1986) is 
a t t a c h e d . 
2. My a t t e n t i o n has been drawn to the fact that not only are 
staff m e m b e r s late for work but also that some staff members 
do not even use the punch c a r d s . 
3. The w a r n i n g contained in the last p a r a g r a p h of the circular 





7 • . •:, ,] 
/ - . KOPERASI M E R C A N T I L E BERHAD 
/ M t M 0 
/ From : M a n a g e r 
To � All Staff 
Subject : Leave 
Date : 19th March 1988 
It has come to the notice of the Management that some staff 
members are submitting their leave a p p l i c a t i o n form after they 
have returned from " l e a v e " . 
Please be inform that this is against our Terms and Conditions of 
s e r v i c e . staff members must submit their leave a p p l i c a t i o n not 
less than 48 hours in advance of the date they wish to be on 
leave. 
In case of e m e r g e n c y leave, the leave form when submitted must be 
supported by d o c u m e n t a r y e v i d e n c e . Failure to provide the 
n e c e s s a r y e v i d e n c e shall subject the staff member to d i s c i p l i n a r y 
(( a c t i o n . 
V 











. ！ i • ' . % . • . . • I . . . :、 ： • — ‘ ‘ if • . . t,>i'-fir.<:. ：• ” . : 卜 . - • , . 'T. «* . ./ • -• _ • •. C / ?. * ' r - '._ . 
/ • , i ii • … 
� / ： ： : . . … . � . . 
/ KOPERASI MERCANTILE BERHAD 
/ . • -
M E M 0 
From : Manager KMB -
To : Members of Staff 
Date . : 25hb. April 1988 - ‘ 
.• • ‘ - . ‘ _ . . 
1 . FLOAT FILE 
Merabers of Staff are requested to make an additional carbon 
copy of any letter whatsoever (Loan rejection or approval, 
cheque-collection letter, loan default letter, request for 
evidance, bond collection letter etc.) they send out and to 
.,., forward the same to Puan JamiIah at the end of each day 
;_ for purposes of the "float file" she m a i n t a i n s . Where 
� � : appropriate, the copy should be attached to the letter being 
' : � � � � � replied. 、:..^  
2. SURCHARGE 
The Board recently had to write off some $32,000/- overpaid 
to member by staff. Following the d i s c o v e r y , of this and 
other irregulaties, the Board decided at its meeting on 23rd 
April 1988 that staff merabers be informed, as they hereby 
are. that effective today. any loss or damage sufferred by 
the Co-operative on account of the negligence of any staff 
member will be surcharged to him/her. That is to s^ay. the 
loss or damage sufferred by the Co-operative wil 1 be 
recovered from the staf f member concerned by deduct ion from 
salary. ‘ 
3• HABITUAL LATE COMERS 
Disciplinary action is being taken against 13 raembers of 
staff who have been late to work more than 5 times a month 
since the issue of the circular dated 15th February 1988 on 
this matter. 1 
- I •i , 
• 










Source : KJCPMB Internal Files. 1988. 
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KJCPMB MEMORANDA : 20 MARCH 1989 AND 31 MARCH 1989 
I 
KOPERASI MERCANTILE BERHAD 
� MEMO 
Date : 20th March 1989 
From : Chairman KM0 
To : - i ^ x ^ ^ 
_ " ^ " ^ - -
.Subject : Invoices 
This is to inform you that •� 、 has been 
transferred to the Aktiviti Pengguna Unit with effect from 16th 
March 1989. You are therefore required to take over the 
\. processing of invoices from . immediately. 





KOPERASI MERCANTILE BERHAD 
MEMO 
Date : 20th March 1989 � 
From : Chai rman KMB 
TO : ^ J L ^ 
S u b j e c t : Staff Medical Insurance 
This is to inform you that has been 
t r a n s f e r r e d to the Aktiviti Pengguna Unit with effect from 16th 
March 1989. You are therefore required to take over the 
( p r o c e s s i n g of Staff Medical Insurance from ‘ ‘ 
im m e d i a t e l y . 
Y o u r s f a i t h f u l l y , 





KOPERASI MERCANTILE BERHAD 
MEMO 
Date : 20th March 1989 
From : Chairman KM0 
To : , • • 
Subject - : SOCSO, EPF and INCOME TAX 
This is to inform you that . has been 
, transferred to the Aktiviti Pengguna Unit'with effect from i6th 
( 、 March 1989. You are therefore required to take over the 
processing of S O C S O , EPF and INCOME TAX from 
immed iate 1y. 
Yours f a i t h f u l l y , 
. • 
• • 1 
Chai rfnan 
KOPERASI MERCANTILE BERHAD 
MEMO 
TO : A �� I^MB S ta t t 
L>ATb : 3 1st March 1 abd 
SUBJECT : Re-al locat ion ot 3catr 
1. Consequent to the tormation ot our u m t Ak t iv i t i Pengauna 
(UAP)� 11 1 s necessary to reallocai:e some s t a r r to d i t r e r e n t 
tunc t ions and to r e d i s t n b u t e some tunc t ions . 
广 2. De ta i l s ot the re_a l ioca t ion or s c a r r / r u n c t i o n s aoDroved oy 
( the KMB Board are shown in the accomoanving organ isa t ion 
c h a r t . 
3. The r e a l l o c a t i o n s in the o rgamsa t ion chart: are e f f e c t i v e 
trom 1st Apn � 1989. 
Secr/etary 































































































































































































































































































































































































































































































































































































































KOPERASI MERCANTILE BERHAD 
MEMO li/90 
Tarikh : 15hb Februari L990 
Daripada : Setiausaha 
Kepada : Semua Pengawal Keselamatan KMB 
=erkara � 8arangan dari 8ilik Pameran KMB 
Berkuatkuasa dari 27hb Februari l990, tiada barangan yang boleh 
• dikeluarkan dari Bilik Pameran KN8 tanpa keben;aran b e r t u l i s dari 
Setiausaha KMB sehingga kesuatu masa yang akan diberitahu kelak. 
. \ 
Seare tary 
- — ^ " t ^ " -
K::7 絲' \ > v - ^ ~ ^ v / ' . , ‘ 
r � ^ ^ ^ ^ ^ ^ : � . 
/^d^J,'f • 
^ S U Z ^ ^ | P / ' ‘ �“,'”（-T: 
J^t� 
Source : KJCPMB Internal Files 1990. 
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TRANSLATION 
THE MERCANTILE CO-OPERATIVE THRIFT AND LOAN SOCIETY LTD., 
SELANGOR 
M E M O 
Date : 15 February 1990 
From : Secretary 
To All KMB Security Guards 
Subject: Goods in the KMB Showroom 
Effective from 27 February 1990 and until further notice, no goods may be removed from 






LENGTH OF STAFF SERVICE m THE KJCPMB, 1988 
Year Joined Average Length of Service Percentage ofTotal Staff 
(inyears) 
l"963 - ' i % 9 25 13�'5 
1970- 1979 18 32.4 
1980 - 1989 8 54.1 
Source : KJCPMB StaffRecords. 1990. 
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EXTRACT FROM KJCPMB STAFF MEMORANDUM : 7 SEPTEMBER 1988 
I would be grateful if you could do your pgrt to ensure that 
the system works in order to elimate c o m p l a i n t s to the 
J a b a t a n . Also， if a member submits a letter/application 
directly to y o u , please forward the same to 一 
'• ‘. •.- for recording in the log b o o k . 
i 
D . CONTACT BETWEEN STAFF AND BOARD MEMBERS | 
/ Th8 Board meeting of 2nd September 1988 adopted the 
、 following guidelines: 
Semua perhubungan diantarsi anggota Lembaga dan 
kakitangan Koperasis hendaklah disalorkan melalui 
,. atau Setiausaha yang akan 
menguruskan permintaan/pertanyaan anggota Lembaga 
b e r k e n a a n . 
E. ANNUAL LEAVE FOR 1988 
Please ensure that leave for the current year is exhausted 
by 51st December 1988. 一 
( “ n 
• 
’ , . • . • • • 
• 
Secretary 
Source : KJCPMB Internal Files 1988. 
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APPENDIX 15 
CHALLENGE YOUR BUSDsfESS ASSUMPTIONS 
Please tick for Yes and put ‘X，for No. 
1. I f I conform and don't challenge the status quo I'll get to the top. ( ) 
2. The people I manage aren't looking for the same motivation as myself. ( ) 
3. Ifin doubt, I tell them how much more than themselves I'm earning. ( ) 
4. My abilities will never become inappropriate to this organization. ( ) 
5. ril never become unemployed, divorced or bankrupt. ( ) 
6. I'm as ‘green’ as I'm ever going to be. ( ) 
7. Business should offer ajob for life. ( ) 
8. Technology change won't afFect how my business operates. ( ) 
9. I can afford to ignore this thing called 'Europe.' ( ) 
10. There's no such thing as the unexpected competitor. ( ) 
11. I'm in a static market. ( ) 
12. Ofcourse, thejob I'm doing has to be done. ( ) 
13. A productive employee is an employee I can see. ( ) 
14. I've the right balance between 'hard' business issues and 'soft' people i s s u e s . ( ) 
15. Hierarchy and structure are the key to motivating, promoting 
and rewarding people. ( ) 
Like too many units of alcohol consumption, if you have even om tick, then your 
consumption ofcomfortable illusions may seriously damage your health. 
Source: Liz Clarke, The Essence ofChange. 65. 
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ARE YOU A LEADER? 
If you were the head of a major department in a corporation, how important would each 
of the following activities be to you? Answer yes or no to indicate whether you would 
strive to perform each activity. 
1. Help subordinates clarify goals and how to reach them. 
2. Give people a sense of mission and overall purpose. 
3. Help get jobs out on time. 
4. Look for the new product or service opportunities. 
5. Use policies and procedures as guides for problem solving. 
6. Promote unconventional beliefs and values. 
7. Give monetary rewards in exchange for high performance from subordinates. 
8. Command respect from everyone in the department. 
9. Work alone to accomplish important tasks. 
10. Suggest new and unique ways of doing things. 
11. Give credit to people who do theirjobs well. 
12. Inspire loyalty to yourself and to the organization. 
13. Establish procedures to help the department operate smoothly. 
14. Use ideas to motivate others. 
15. Set reasonable limits on new approaches. 
16. Demonstrate social nonconformity. 
The even number items represent behaviors and activities of charismatic leaders. 
Charismatic leaders are personally involved in shaping ideas, goals, and direction of 
130 
change. They use an intuitive approach to develop fresh ideas for old problems and seek 
new directions for the department and organization. The odd-numbered items are 
considered more traditional management activities or what would be called transactional 
leadership. Managers respond to organizational problems in an impersonal way, make 
rational decisions, and coordinate and facilitate the work of others. If you answered yes to 
more even-numbered than odd-numbered items, you may be a potential charismatic leader. 
Source : Daft, Management. 499. 
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T - P LEADERSHIP QUESTIONNAIRE: 
AN ASSESSMENT OF STYLE 
Some leaders deal with general direction, leaving details to subordinates. Other leaders 
focus on specific details with the expectation that subordinates will carry out orders. 
Depending on the situation, both approaches may be effective. The important issue is the 
ability to identify relevant dimensions of the situation and behave accordingly. Through 
this questionnaire, you can identify your relative emphasis on two dimensions of 
leadership: task orientation and people orientation. These are not opposite approaches, 
and an individual can rate high or low in either or both. 
Directions: The following items describe aspects ofleadership behavior. Respond to each 
item according to the way you would most likely act if you were the leader of a work 
group. Circle whether you would most likely behave in the described way: always (A), 
frequently (F), occasionally (0), seldom (S), or never Qs[). 
1. I would most likely act as the spokesman of the group. A F 0 S N 
2. I would encourage overtime work. A F 0 S N 
3. I would allow members complete freedom in their work. A F 0 S N 
4. 1 would encourage the use of uniform procedures. A F 0 S N 
5. I would permit members to use their own judgement 
in solving problems. A F 0 S N 
6. I would stress being ahead of competing groups. A F 0 S N 
7. I would speak as a representative of the group. A F 0 S N 
8. I would needle members for greater support. A F 0 S N 
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9. I would try out my ideas in the group. A F 0 S N 
10.1 would let members do their work the way they think best. A F 0 S N 
11.1 would be working hard for a promotion. A F 0 S N 
12.1 would tolerate postponement and uncertainty. A F 0 S N 
13.1 would speak for the group if there were visitors present. A F 0 S N 
14.1 would keep the work moving at a rapid pace. A F 0 S N 
15.1 would turn the members lose on a job and let them go to it. A F 0 S N 
16. I would settle conflicts when they occur in the group. A F 0 S N 
17.1 would get swamped by details. A F 0 S N 
18.1 would represent the group at outside meetings. A F 0 S N 
19.1 would be reluctant to allow the members 
any freedom of action. A F 0 S N 
20.1 would decide what should be done and how it should be done.A F 0 S N 
21.1 would push for increased production. A F 0 S N 
22.1 would let some members have authority which I could keep. A F 0 S N 
23. Things would usually turn out as I had predicted. A F 0 S N 
24.1 would allow the group a high degree of initiative. A F 0 S N 
25.1 would assign group members to particular tasks. A F 0 S N 
26.1 would be willing to make changes. A F 0 S N 
27.1 would ask the members to work harder. A F 0 S N 
28.1 would trust the group members to exercise good judgement. A F 0 S N 
29.1 would schedule the work to be done. A F 0 S N 
30.1 would refuse to explain my actions. A F 0 S N 
31.1 would persuade others that my ideas are to their advantage. A F 0 S N 
32.1 would permit the group to set its own pace. A F 0 S N 
33.1 would urge the group to beat its previous record. A F 0 S N 
34.1 would act without consulting the group. A F 0 S N 
35.1 would ask that group members follow standard rules 
and regulations. A F 0 S N 
T P 
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The T - P Leadership Questionnaire is scored as follows: 
a. Circle the item number for items 8, 12, 17, 18, 19, 30，34, and 35. 
b. Write the number 1 in front of a circled item number if you responded S (seldom) or 
N (never) to that item. 
c. Also write a number 1 in front of item riwnhers not circled if you responded A 
(always) or F (frequently). 
d. Circle the number ls that you have written in front of the following items: 3, 5, 8, 10, 
15，18，19, 22, 24, 26, 28, 30, 32, 34，and 35. 
e. Count the circled number ls. This is your score for concern for people. Record the 
score in the blank following the letter P at the end of the questionnaire. 
f. Count uncircled number ls. This is your score for concern for task. Record this 
number in the blank following the letter T. 




Please tick for OK, a ‘X’ for not applicable and a ？ for worth considering. 
1. Cascade team briefmgs on a regular basis ( ) 
2. Management by walkabout. ( ) 
3. Beer busts / happy hours / informal get-togethers. ( ) 
4. Networking. ( ) 
5. Regular management meetings, say, monthly. ( ) 
6. Twice yearly, 'state of the nation' addresses. ( ) 
7. Roadshows / presentations to other parts of the organization. ( ) 
8. Monthly ' l-on-ls ' with key managers. ( ) 
9. Project teams, taskforces : multilevel multidisciplinary. ( ) 
10. 'Awaydays' brainstorm sessions around a flip chart. ( ) 
11. Electronic mail. ( ) 
12. Video conferencing to cut down international travel. ( ) 
13. Think-tanks / Quality circles. ( ) 
14. Steering groups, working parties. ( ) 
15. Parties, celebrations, hoopla. ( ) 
16. Mentors / godfathers / minders. ( ) 
17. Exit interviews : why are people leaving? ( ) 
18. Attitude surveys to open a can of worms. ( ) 
19. Office layout / eating arrangements conducive to social contact. ( ) 
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20. Company magazines, videos, etc. ( ) 
21. Birthday breakfasts / informal lunches with a selection of staff. ( ) 
22. Cross-boundary problem-solving groups. ( ) 
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